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1. Introduction

1.1 PURPOSE AND GOALS

Within the National Aeronautics and Space Admiaistn (NASA), responsibility for
workforce planning is distributed across multipl@dtions and levels. The NASA Workforce
Planning Desk Guide brings together, in one docunuescriptions of these distributed
workforce planning activities. The main goals af tbesk Guide are to—

» Document standard workforce planning practicessactioe Agency
» Introduce NASA'’s workforce planning to practitioseand interested stakeholders

» Provide a general description, rather than a astdhow-to”, of the Agency’s workforce
planning activities

The Desk Guide is updated continually to refleat mievelopments in workforce planning
within and outside the Agency. It will act as aridation reference document that captures the
Agency'’s evolving workforce planning practices axagbabilities.

1.2 INTENDED AUDIENCE

The Desk Guide is for workforce planning practiBomacross the Agency who directly
contribute to, or “own” parts of, the workforce ptang process. The Guide serves this audience
by presenting the basics of workforce planning em@municating current information about
NASA'’s Workforce Planning Framework and associatetivities.

Other users, such as human resource specialisisngss analysts, and first-line supervisors, who
are not directly involved in the workforce plannipigpcess may use the Guide as a reference
document to help understand the Agency’s appraaefotkforce planning.

1.3 DOCUMENT OVERVIEW

The desk guide is organized into seven parts asitigethe workforce planning process in the
context of the NASA organization, as follows:

» Part 1: Introduction —Defines the purpose, goals, and intended usdtrseddesk
Guide.

» Part 2: Overview of Workforce Planning—Introduces the basics of workforce
planning, including its brief history and commomrfs of analysis.

» Part 3: Workforce Planning at NASA—Sets the stage for understanding how NASA
practices workforce planning. This section givesAspecific definition of workforce
planning and an overview of NASA’s Workforce PlampiFramework.

» Parts 4 through 6—Profiles the Agency’s strategic, programmatic, apdrational
workforce planning activities, describing for edgpe of activity its definition,
objectives, outcomes, audiences, process, analgpsits, and related policies.
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» Part 7: Workforce Planning Systems and Reports-Outlines data, tools, and systems
used across NASA to support workforce planningvids.
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2. Overview of Workforce Planning

2.1 PAST, PRESENT, AND FUTURE OF WORKFORCE PLANNING

The practice of workforce planning stems from teedto manage workforce as an entity rather

than just individuals within an organization. Thiesed first arose several decades ago as
practitioners tried, for example, to analyze howtitize people to manufacture products
efficiently or how to deploy large numbers of seevpersonnel. These first “manpower

planners” introduced the use of mathematical molelsstimating organization-wide workforce

supply and demand.

Today, both the private and public sectors practice
workforce planning through a variety of approactes.
example, some companies plan for workforce on a
regular basis, while others do so only when busines
conditions — e.g., market conditions, reorganizegjar
restructuring — change enough to warrant the effort
planning.

Federal agencies have a formal workforce planning
function to comply with federal standards and scarés,

— Did you Know? —
NASA is today at a critical juncture
in its history due to the confluence of
such major events as the new space
exploration projects, the transition
from an operational to a
development focus (e.g. Managing
Shuttle Program operations vs.
Leading Constellation Program
development), and the increased

such as the President’'s Management Agenda. To guide attention to the growing retirement-

federal workforce planning activities, the U.S. iGdfof
Personnel Management (OPM) developed a workforce
planning modet. This model provides a general
framework to guide workforce planning activities in
government organizations. Workforce planning is an
important function in government organizations,
particularly because of the inherently challengingl
service regulations, policies, and limitations on a
agency'’s ability to alter workforce composition ckly

eligible workforce. These
circumstances, in combination,
create extraordinary challenges for
the Agency. Thus, NASA is trying to
accomplish the goals of new
exploration projects, which is as
difficult as any since the Apollo era,
at a time when budgetary and
workforce issues require fresh and
innovative approaches to effectively
plan for resources.

in response to mission change.

Several trends in workforce planning will impacture practices:

» Increased focus ofstrategic” workforce planningas the workforce counterpart of

business planning, with longer planning time franaesl participation by senior leaders

in addition to functional professionals

» Increased focus attne connection between program planning, financialidgeting and

workforce planning particularly for programs in formulation ratheah operational

phases of their lifecycle.

» Enterprise risk managemerthat evaluates workforce misalignments for thisks to

organizational success

! Appendix A presents the OPM Workforce Planning &lod
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2.2 WORKFORCE PLANNING DEFINITION

In its simplest form, workforce planning is a seanalyses and business processes designed to
evaluate the following questions:

» Does the organization have the right number ofqrersl and the right type of workforce
to perform the organization’s work now?

» Does the organization have the right number ofqrersl and the right type of workforce
to perform the organization’s work in the future?

» If not, what is the extent of the problem and wétaduld we do about it?

A common definition of workforce planning is—

Workforce planning ensures that “the right — (B K —
people with the right skills are in the right placg Many workforce planning definitions

at the right time.” It includes a methodicall i ENEIEIES Ul [EronfE @ VENiier s
on the themes outlined in this
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process that helps an organization identify definition. However, they all have in
workforce gapgor surplusesand develop common the basic notion that
human capital strategies to meet organizational workforce planning compares the
goals. requirements of an organization’s
work to the workforce available to
— Reference: Office of Personnel perform it, and seeks to resolve

Management [OPM]; Department of th differences between the two.
Interior [DOI]

2.3 COMPONENTS OF WORKFORCE PLANNING

Three key components of analysis serve as the medtal building blocks of workforce
planning — workforce demand, workforce supply, #redifference between them.

2.3.1 Workforce Demand

Workforce demand refers to the workforce requicegdrform work. It is a measurement of
how many staff of a given type is needed to perfirenwork of an organization, now and in the
future.

To determine workforce demand, one must first ustdexd the nature of current and future
work, paying particular attention on the size, ctexrjpy, and unique requirements of the work.

It is also important to account for predictabilitplatility, degree of strategic importance,
visibility, and risk of the work. Once the workdefined, one can identify workforce demand or
changes into specific workforce requirements redato the organization’s work structure.

Data supporting an assessment of workforce denmygmcktly include the following:

» Multiyear projections of program civil service faline equivalents (FTE) and
competency requirements

» Longer term projections (often greater than 3 yeairsvorkforce requirements

» Cost and projections for available funding
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» Alignment with other federal initiatives.

2.3.2 Workforce Supply

Workforce supply refers to the workforce availaldgerform work. Supply analyses are a
measurement of how many staff of what type an argéion estimates to have now and in the
future to perform work. Future availability is peoted based on the number of employees who
might leave and join the organization through tini, hiring, promotion, lateral movement, and
SO on.

Data supporting an assessment of the workforcelgtymcally include the following:

» Workforce demographic statistics and trends
» Attrition rates

» Skill-based assessments (including minimum levetsvil service—based competencies
that will ensure continued workforce capacity féieetive performance and management
of programs and functional areas)
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» Workforce ceilings (limits) and other constraints

Efforts to understand workforce supply charactessnvolve assessment of the number, types,
scalability, deployment flexibility, and adaptabylof the current workforce. The relevant
analyses may also include supply modeling, sudtditya and future composition given
workforce dynamics (e.g., attrition, turnover, retnent eligibility, and headcount/hiring
constraints).

2.3.3 Gaps and Surpluses

Gaps and Surpluses are simply mathematically catledldifferences between workforce
demand and workforce supply:

» Gapsindicate a shortage of staff to perform
the work. Gaps signal an organization’s
existing or possible “backlogs” (work waiting
to be performed).

— Example —

An example of a simple demand/
supply analysis:
“Organization X has 20 mechanical
» Surplusesindicate an excess of staff for the || technicians, is expecting to lose 3 to

amount of work available. Surpluses may retirement this year, and estimates it will

signal an under-productive workforce and || "€d 15 mechanical technicians next

. .. year. Therefore, by the end of the year,

resulting additional cost and lower employe€ e organization will have a surplus of 2

morale. FTEs.”

To calculate the differences, the descriptions of An example of a more complex
workforce demand and supply must match for “typg” dmand/supply analysis:

and “number”: “Organization Y has 15 senior
mechanical engineers, but only 12 of

» Type—Individual positions within the them are sufficiently proficient in

i At i structural system testing. Technical
organization, groups of positions (e.g., requiremen){s of the worgk suggest that

systems engineers), or competencies (€.9., | 41115 will be needed for that type of

work; therefore, the organization has a
proficiency gap of 3 in that skill area.”
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knowledge, skills, and abilities that make up posg or functions)
» Number—Number of staff (“whole people”) equating to themmber of FTES.

Solutions to resolve gaps and surpluses can béfiddrand prioritized through various methods
or “filters”; for example:

» Which gaps and surpluses have the most negativacingm the organization?
» Which gaps and surpluses are easiest for the aagzon to solve?
» Which future gaps and surpluses are most likelyctour?

2.4 LEVELS OF COMPLEXITY

The workforce planning definition and componentsadibed above represent the most basic
workforce planning approach available to organarati While this traditional supply/demand
gap analysis is useful for certain aspects of ptan(e.g, short term planning one year in the
future), it alone does not account for many imparespects of workforce planning that are
pertinent to the ongoing viability of the organinat such as the following:

» Shaping workforce consistent with strategic plangtie enterprise

» Improving agility of workforce supply by planningainst more than one potential future
work profile

» Defining total workforce capabilities and managusg of government (internal civil
service) versus non-government (e.g., contractodsradustry and academic partners)
workforce to ensure sustainability.

More sophisticated types of analysis and plannregasailable to account for these aspects.
Such analyses are based on other dimensions ofndieamal supply, tailored to the needs of the
organization, and increase the value of the woddgilanning process.

NASA has relied heavily on a traditional supply/agerd gap analysis, but also recognizes the
importance of additional levels of analysis. Thas lesulted in the development of a tiered
workforce planning framework for the Agency at ttietegic, programmatic, and operational
levels.
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3. Workforce Planning at NASA

3.1 DRIVERS FOR WORKFORCE PLANNING AT NASA

Over the last several years, NASA has increasdddtss on workforce planning across the
Agency, as evidenced by adoption of new planningg@sses and tools, revised policies, and
greater participation in decision-making by Agenegresentatives. The main drivers behind this
increased focus include the following:

» Movement to Space Exploratibas defined major new missions for the Agency and
marked the beginning of a multi-decade era of huspateflight development. As a
result, the Agency recognized the need to assesmanage risks associated with
workforce transitions, particularly in light of thead time required to shape workforce
composition in government organizations.

» Ongoing volatility in funding and mission profilesthin and among major mission areas
at the Agency (i.e., Science, Aeronautics, and &gplon mission areas) continue to alter
workforce requirements.
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» Implementation of “full cost managemeritiat is based on measures of workforce
utilization requires the Agency to match its csdérvice workforce to mission
requirements because programs, rather than a sebamd source, “pay” for civil service
labor.

» Government-wide emphagia (1) improving government efficiency and effeetiess,
(2) controlling growth of the government workforegd (3) measuring operational
effectiveness in all areas, including workforcey(ePresident’s Management Agenda),
NASA works to prevent growth in the overall sizetlié Agency’s civil service
workforce and to leverage an external workforcpedorm missions.

» Generakoncern about “aging” of the government workform@mmands that the Agency
addresses its risk of losing large numbers of prdaaent due to retirement eligibility.

» Geographic distribution and decentralizatiohexisting workforce planning activities
within the Agency

NASA is currently engaged in a multiyear effortstoengthen its workforce planning in response
to these drivers. NASA began by establishing annggespecific definition and key principles

of workforce planning, and from these elements bigexl a framework to direct the range of
workforce planning activities.

3.2 NASA WORKFORCE PLANNING DEFINITION

In contrast to the definition of workforce plannipgpvided in Section 2.2, NASA has adopted a
functional definition of workforce planning thattailored to the specific needs of the Agency
and adds to concepts included in more traditioefihdions.NASA'’s functional definition

is—

September 2008 7
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The function of workforce planning at NASA is teess the demand for and
supply of workforce based on current and projectagplirements, for the purpose
of ensuring mission success. The objective isliieae a reasonablealance
between supply and demand to satisfy mission reopgnts within the available
resource levels set for NASA while sustainingsthegegically important
capabilitiesof the workforce.

This definition reinforces NASA'’s continuous effaot—

» Balance workforce supply and dematitht is, to work out alterations to both demand
and supply, rather than just change supply to mdéieed demand. For example, if a
Center forecasts a workforce surplus, a set otisolsi may include additional work
packages (tasks), in-house work, or changes indsié (i.e., work performance could
occur earlier or later, or be shortened or stretche).

» Sustain capabilitiesthat is,to consider both short and long term workforce seesiwell
as to plan and manage carefully for capabilitie$ &#me most important to have in-house.

3.3 NASA WORKFORCE PLANNING PRINCIPLES
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The NASA workforce planning definition brings fortiiekey workforce planning principles
of the Agency-wide practices—

» Effective workforce planning at NASA requirastive participation by Agency,
Program, and Center representativascording to their organizational locations and
roles.

» Workforce planning is a function that is distinairh human capital planning and
strategic and mission planning. It is, howeverngigantly linked to these functions and
must coordinate with thems part of the Agency’s overall planning capabilFgpr
example, strategic and mission planning provideortgnt insights to such dimensions of
workforce planning asapability-based gap analyseand Center roles that affect the
assignment of work that is needed to balance theade sideof the gap equation.

» Workforce planning must be closely integrated wvbitliget planning to understand how
to best use a defined set of workforce resources.

» Workforce planning canover multiple time frames—short (0-1 years), madii—6
years), and long (2+ years}to provide thorough assessments and to generate
comprehensive sets of options for decision-making.example, budget planning and
workforce planning are performed at least annu@liyh a rolling 5-year horizon).

» Workforce planningonsiders more than one set of future work requer@sbecause the
future plan is not always well defined, and muchhaf work in the human spaceflight
area in the next few decades will be new to thensge

» Workforce planning considetle total workforce—internal civil servants andezxial
contractors and the relationship between them—although therphg methods and
objectives for each population differ. NASA platsgivil service workforce in the
context of its existing and potential contractorkiorce.

September 2008 8
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These principles guide the Agency’s approach tckioce planning and, together with NASA’s
definition of workforce planning, form the NASA Wdorce Planning Framework presented in

the next section.

3.4 NASA WORKFORCE PLANNING FRAMEWORK

The Agency has developed a framework that trarsthte definition and key principles into
specific levels of workforce planning and theirextijves, participants, activities, and time
frames outlined in Figure 1.

Figure 1: NASA Workforce Planning Framework

Key

Decision-Makers

‘ Purpose ‘

Description

Strategic Workforce Planning

Long-term | Agency, Program, Plan each Process: Annual data calls, special studies as
(2+ years) and Center Senior Center’s needed
Leadership longer-term Output : Periodically updated Strategic
workforce Workforce Plan that sets:
composition
and health » Changes to CenFer work roles
» Sourcing strategies
» Human capital tools (e.g., ceilings, hiring
controls, flexibilities/legislation, buyouts)
» Workforce investments (e.g., training
investments)
Programmatic Workforce Planning
Mid-term » Program Align Process: Annual planning, performance,
(2—6 years) Management workforce with | budget, and execution process (PPBE) leading
» Agency Leaders | budgetto to Agency and Center decisions
» Center Leaders |mp:(efment Output: Workforce data for budget; set of
and Managers | orklorce management actions to be implemented at
strategies Agency and Center levels:
» Re-allocation of work packages
» Changes to individual program or project
assignments or sourcing decisions
» Agency alterations to ceilings or hiring
controls for next few years
» Center hiring and redeployment decisions,
or redistribution of ceiling authorities across
Directorates
Operational Workforce Planning
Near-term » Center Line Develop Process: Set of regular activities, performed
(0-1 years) Management detailed plans | weekly or monthly, for Center decision-making
»  Project to implement | and management
Managers changes Output: Center workforce plans for the next
» Human Capital Lﬂg”“f'ed n year, with elements such as:
Representatives . » Directorate ceilings
programmatic

planning, and

» Hiring plans
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Time ‘ Key

Frame Decision-Makers

‘ Purpose ‘ Description

manage » Phasing plans
workforce

Many elements of NASA’s Workforce Planning Framekvare in the process of being fully
implemented, particularly at the strategic planrawgl, and represent areas of focus in
workforce planning for the Agency over the nextesal years.

Figure 2 depicts the Agency’s cyclical workforcaming process, with ongoing data, reports,
and feedback exchanges and coordination betweeusgdunctions and phases.

Figure 2: Agency-Wide Workforce Planning Process

Inputs Outputs
« Center program roles and work » Agency Review and Problem Solving
requirements * Redistribution of work
* Potential Center work packages » Updates to policy guidance
» Agency policies and guidance * Revise funding distributions
* Budget parameters

Guidance & Reporting &
Coordination Communicatiol
NASA Workforce Planning Framework

Workforce Planning Type Characteristics

Long-term

Strategic L - .
Primarily qualitative analysis

Mid-term

Programmatic Mix of qualitative and quantitative analysis

Near-term

Operational L - .
Primarily quantitative analysis

Inputs and outputs of the workforce planning predas a variety of other Agency strategic,
business and resource planning processes. For égmpgram work requirements are essential
inputs to workforce planning because they defieréguirements that Centers use to plan their
workforce. Conclusions or outputs of workforce pleng result in a series of management
actions that affect work planning, budgetary plagniand human capital planniAdhus,
coordination of planning activities is critical neaking effective data-driven decisions across the
Agency.

Some workforce planning activities are planned wbthers are ad hoc; however, the annual
PPBE process is critical and tied to many workfgriaaning activities because it is the
recognized Agency planning process that involvekegl stakeholders within the Agency. This

2 Appendix B lists and defines activities relatedvarkforce planning.
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desk guide illustrates how the PPBE is used fodtfierent types of planning in the Agenty.
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3.5 NASA WORKFORCE PLANNING MEASURES

In an effort to address the additional planning ptaxities at NASA, six measures of workforce
capability were developed to aid in the assesswiethie Agency’s overall workforce health.
These measures represent multiple criteria forualg the workforce and add dimension to the
traditional definition of workforce health, suchtag right number and type of workforce for a
particular set of work. These measures have bexmporated into the workforce planning
process to promote balanced decision-making. Ei§uresents the six measures:

Figure 3: Measures of Workforce Capability

=1l Performance

& Proficiency

Utilization

Scalability

Availability
& Access

Sufficiency Sustainability

The agility (speed
and ease) with
which a Center is
able to adjust the
number of
workforce (FTE &
WYE) of different
types to meet
changes in
workforce
demand within an
anticipated range
of future work.

The extent to
which a Center
has access when
needed, through
civil service
workforce or
contractors, to
skill areas at an
acceptable quality
level for the range
of anticipated
work over the
planning horizon.

The extent to
which civil service
and contractor
performance is (or
is anticipated to
be) reliable for the
range of work in
the planning
horizon,
particularly for
workforce
associated with
new or high-risk
work, or inflexible
in terms of

The degree to
which the Center
has sufficient
capacity,
appropriate skill
mix and
competence within
the civil service
workforce to fulfill
government-
unique
management and
oversight
responsibilities.

Extent to which
Centers have
sufficient “bench
strength” over time
to sustain agreed
levels of internal
capacity in key
business, technical
and managerial
positions, to grow
in-house skills and
replace workforce
as they move
internally or leave
the organization

The degree to
which the civil
service workforce
is used efficiently
to perform the
work of the
Center, within the
range of work
over the planning
horizon.

schedule or cost.

These six measures are used in strategic, programm@uad operational levels of workforce
planning, at the Agency and Centers. They sengecsceptual framework for evaluating
workforce capability. In different years, the emapis for evaluation may vary. This concept
accounts for the range of potential focus aredetexamined. For example, Agency decisions
about in-house project assignments take into addomm much work is needed for
“Sufficiency” at each Center. Programmatic buddahping considers “Skill Availability and
Access” in distributing work assignments acrosst@wsn Centers examine “Sustainability” in
their operational planning to ensure workforce Ihesicength in their organizations over time.

3.6 ROLES AND RESPONSIBILITIES

The Agency, Mission Directorates (MD)/Programs, @shters have a shared responsibility for
workforce planning, and each plays an importarg,ras described in Figure 4.

Figure 4: Workforce Planning Roles and Responsibil ities
Workforce Planning Role/Responsibility

Organization

Agency » Oversee the Agency-wide workforce actions and planning process

3 Appendix C provides a summary of the annual PPB&Ses and steps.
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Organization | Workforce Planning Role/Responsibility
» Develop or revise Agency workforce policies and guidance

» Make decisions related to Center work roles and internal versus external
labor sourcing, balancing Program and Center considerations

» Assess risks to Agency associated with workforce misalignments and
apply resources to address them

» Communicate workforce issues to external stakeholders
Conceive, analyze, promote, and implement new workforce flexibilities

v

Mission Directorates/ » Plan work and funding distribution
Programs » Define work requirements
» Negotiate workforce resources to perform work
» Solve issues around distribution of work and funding with Agency and
Centers
» Assess and communicate risks to program performance associated with
workforce
Centers » Identify potential work
» Monitor condition of workforce capabilities
» Define workforce requirements to perform assigned work
» Identify existing or potential workforce misalignments and health issues,

and communicate them to Programs/Agency
» Provide feedback on policies and practices

At the Agency level, NASA enables Centers to comduitill range of workforce planning
analyses by: (1) establishing and monitoring Agewme workforce planning processes and (2)
supporting problem-solving and decision-making lestawvPrograms and Centers. Each of
NASA'’s four MDs and their associated Programs ptesiwork to Centers, while each Center
receives work requirements from multiple PrograBecause the relationship among Centers
and MDs are matrixed this way, the Agency must g®a mechanism for problem-solving and
mitigation of misalignments in areas such as wdidcation and work funding.

The Agency also coordinates distribution of workl &mnding to better consider what roles/work
will be outsourced, remain in-house, assigned,camipeted. These decisions lie mainly with
several senior management groups within NASA: tinet&yic Management Council (SMC),
Program Management Council (PMC), Operations Mamage Council (OMC), and Agency-
Wide Workforce Planning Governance Structhire.

In addition to Agency, MD/Program, and Centersgotntities involved in the workforce
planning process include the Office of Human Captanagement (OHCM), Program Analysis
and Evaluation (PA&E), Office of Program and Indibnal Integration (OPIl), and the Office
of the Chief Financial Officer (OCFO).

* Appendix D describes the Workforce Planning Gosane.
® Appendix E lists the organizations involved in Worce planning and describes their roles and nesipdities.
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3.7 OUTCOMES AND BENEFITS

NASA Agency-level workforce planning process is esjed to show what changes to the
workforce are necessary to meet mission goals pfoeess yields reports, data, and context (i.e.,
rationale and explanation) that describe the candif the workforce, identify key risks, and
drive human capital programs or adjustments to wdeskibution.

NASA uses the information in workforce planning ogg to—

» Summarize business assumptions (e.g., work andrigielvels)

» Outline management actions directed to mitigatevoid the risk of near-term and long-
term misalignments and to ensure an adequate soptilg necessary capabilities

» Describe current or anticipated misalignments ¢laainot be solved within the Center,
and solutions that require Agency approval, agsigtaor attention (e.g., need more
work, need more funding, need approval for reducitoforce [RIF])

» Present Center reports to MDs/Programs that idespiécific capacity and capability to
perform work or tasks not yet assigned, in the &ndf how remaining capacity would
be deployed in that same time frame

» Provide Agency with reports of summary of areassif that impact distribution of
funding and work for MDs/Programs across multipent@rs

» Influence levels and mix of contracted work anddkeeral nature of the procurements
needed to perform the work and maintain adequaengygflexibility.

The following sections provide detailed descriptiaf each level of workforce planning
presented in the NASA Workforce Planning Framewor&uding Strategic Workforce
Planning (Part 4), Programmatic Workforce Planr{ipart 5), and Operational Workforce
Planning (Part 6). Each part describes the spadijectives and desired outcomes of that level
of planning, presents the current planning procasd,gives examples of the types of analyses
used and the reports and outputs generated thratigieprocess.
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4. Strategic Workforce Planning

4.1 DEFINITION

The 2006 Conference Bo&mkport proposed that, for a workforce planningreise to be
“strategic,” it must “(1) be as much a businessipiag process as a workforce management
process, (2) involve senior leaders in the orgdimaaand (3) combine the broad direction of the
organization with the precise numbers and grardégails undertaken in operational workforce
planning.” NASA'’s definition echoes these main thesm

Strategic workforce planning is the discipline etefmining the size and
composition of a future workforce that is able &fprm well the organization’s
most important functions, maintain capabilitiesddualfill key business goals.

Within the discipline of strategic workforce plangi(SWFP), NASA considers the following:

» Optimal size and composition of the total workforaeeach Center and the Agency
overall, with in-house versus external roles assignedvibservants versus contractors
consistent with Agency principles and governmegutations

» Balance of workforce and work over the long-term ttiwon; that is, workforce
scalability needed if work requirements change

» Maintenance or growth of capabilitiege.g., systems engineering or new vehicle
development) most important to the Agency

» Overall workforce healthas determined by six workforce measures (i.e.abdédly,
skill availability and access, performance andiprefcy, sufficiency, sustainability and
utilization)

» Other business goalsr constraints, such as an expansion of reimblegdalsiness, or
holding to a flat budget over the next decade.

4.2 DRIVERS

NASA conducts SWFP to improve its ability to meetny challenges the Agency is facing
today. For example, significant changes to itssiois set, expansion restrictions for size or
budget, and workforce that cannot be reshaped lyuitke more specific drivers for SWFP also
include the following:

» Focus on new exploration projects established cetalyl new human spaceflight
missions to the Moon and to Mars, and scheduleghdrto the Space Shuttle program,
the final flights scheduled in 2010. This changenission requires that the Agency move
from operations work to development work for thstftime in three decades, including
multiple development cycles and key transition ggauch as 2010 to 2011).

6 Conference Boardstrategic Workforce Planning—Forecasting Human @dpileeds to Execute Business
Strategy August 2006.
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» Focus on reestablishing and preserving in-houselilty in certain areas (e.g., systems
engineering)

» Effort to utilize each Center to its fullest capggavith mission sets at each location that
can be sustained over time

» Pressure to reduce the overall size of the civilise workforce, and the proportion of
mission support workforce in response to the deer@aCenter Management and
Operations (CM&O) funding

4.3 OBJECTIVES AND OUTCOMES

The objectives and desired outcomes of SWFP desvitre to provide sound, integrated, and
thoughtful analyses that support the Agency sdegmters (including Agency, Program, and
Center leaders) in setting the long-term directmrthe workforce and communicating
effectively with external bodies (e.g., CongressS \Government Accountability Office [GAQ],
Office of Management and Budget [OMB], private @w@demic communities).

Subjects covered in these outputs may include:

» Centers’ programmatic roles (new roles or changexisting roles)
» Types of work that should be performed in-house

» Roles that should be civil service only versus ekonly versus shared at the Agency
and individual Centers

» Agency ceiling or hiring control guidance

» Permanent/temporary mix targets (i.e., the targesd at the Center-level)

» Additional flexibilities and legislation

» Workforce investment programs (e.g., training atities or funds)

» Centers’ strategies for altering workforce sizenposition, performance, or management

The principal output is a strategic workforce plampdated periodically—that reflects the
Agency'’s position on workforce and establishes gigarameters, and key issues to be resolved
while conducting programmatic and budget plannicigvaies. Other outputs include

sponsorship of new initiatives (e.g., human capégislation), issues for further studies (e.g.,
Space Shuttle transition), workforce guidance mpethdent on the budget process (e.g., hiring
controls), and reports or testimony for externalibs such as Congress or GAO.

4.4 PARTICIPANTS

The SWFP process involves participants from adiSSA at the Agency, Program, and Center
levels; however, the key SWFP decisions are matlteeadgency level, with substantive input
from the Centers. Primary participants in the SVpFdtesses include:

» Agency leaders or their designees (e.g., membe®d/@ and OMC)
» MD/Program management and representatives
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» Center leadership, management, and representatives

» Acquisition strategy team members
» Program analysis and evaluation (PA&E) personnel

» Office of Program and Institutional Integration (QRnd Office of Human Capital
Management (OHCM)

4.5 CURRENT PROCESS

Because SWFP activities at the Agency are relatinelv, this type of planning is less well
developed than programmatic and operational wockf@tanning. To date, SWFP activities
have consisted of additions to the Business Plgnpirase (“¥ P") of the annual PPBE budget
cycle and ad hoc studies to address particulaesssticoncern.

Strategic Workforce Planning PPBE Process

The elements of SWFP embedded in the PPBE proces®anected to Programmatic
Workforce Planning. For example, the determinatibaustainable workforce size, which is
strategic in nature, is an output of programmalémping with an additional view beyond the
normal budget horizon. Figure 5 shows the connedigtween the PPBE steps and reports
associated with workforce planning and the SWFRgss.

Figure 5: Influence of Strategic Workforce Plannin g on PPBE

PPBE and Strategic Workforce Planning

Dec-Feb Feb-Jul Aug-Sept Oct +

Planning Programming Budgeting Execution

&1 ¢

SPG WF
Guidance

Strategic Workforce Planning

Programmatic Workforce Planning
Operational Workforce Planning

The details of the process shown in Figure 5 ireling following:

» December—February

* Publish workforce section of the Strategic Planr@wgdance (SPG) (see 2007 SPG
reference box on page 23) that specifies workfpre@ities, guidance, or targets that

" Appendix C presents a summary of all PPBE steps.
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apply to the beginning of the next budget cycldsBtep combines information from
workforce strategy with modifications needed tqomexl to the budget passback or
recent changes in Agency thinking

* ldentify key strategic workforce issues to be inigeged as part of the PPBE process
for the upcoming cycle

» February—July

* Gather data on Agency issues of strategic impogtéamehe Agency: Centers provide
information within the Institutional Infrastructufgmalysis (11A) deliverable (e.g., in
2007, Centers applied Measures of Workforce Cajpghilesigned to assess and
improve health of workforce at each Center, andntep results in the 11A).

» August—-September

* Using SMC and OMC as decision-making bodies, ptefsgaings and
recommendations on key strategic workforce issegg,(Center mission roles and
long-term impact on workforce, issues related tokfayce health, and requirements
for new legislation)

Ad Hoc Studies
Ad hoc studies are needed in addition to the PRBEe ¢o pursue specific strategic topics. For
example:

» Strategic Workforce Management Model (SWMM)—Initat designed to estimate
Agency workforce size and types through 2020 ipoese to the planned set of
missions. This initiative will consider alternats/eelated to how much work is performed
in-house versus externally.

» Space Shuttle Transition—Initiative designed taneste the degree of alignment
between Space Shuttle workforce coming free in Ziidlrequirements of Constellation
Program work in 2012—-2015, for both civil serviec@laontractor workforce. This
initiative may lead to specific workforce recommatidns (e.g., flexibilities legislation,
Center strategies) and will also establish a pt@sexamining future workforce
transitions (e.g., next cycle of development—essabig Lunar Outpost).

4.6 ANALYSES

SWEFP relies on analyses tailored to the partiagkares of that cycle or special initiative. For
example, Space Shuttle mapping analyses were gmeto address transition-specific
objectives. Many analyses in support of SWFP agomg or recurring in every annual planning
cycle, such as the following:

» Development ofvorkforce targets (e.g., perm/term mix, Center ceilings, and hiring
authorities) based on previous data, current saai PPBE planning data

» Analysis ofsustainable workforce sizeover the next decade (now based on 6-year
budget data, but in future on SWMM output) to imhiobAgency size and Center ceilings
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» Analysis ofCenters’ speed of changé@.e., how quickly civil service workforce could
scale up or down overall based on losses, hiresparm/term ratios)

» Qualitative interpretations of budget gaps and surjpuses designed to bring to the
surface areas of greatest risk that require Agattention.

Sample Analysis: Critical Competencies

Over the last few years, NASA has conducted anslisaentify the Agency’s “critical
competencies” to support existing and future flditibs legislation. Analyses to date on this
subject have combined quantitative gap analyses fhe@ Competency Management System
(CMS) with qualitative assessments by each Ceitex.focus areas of the analyses have
included staffing, student programs, employee dgrakent, and realignment. The purpose of
these analyses has been to identify areas of thdavoe that must, more than other areas, have
a healthy in-house population to meet strategieaihjes (e.g., support Agency systems
engineering capability in light of new Constellatisystems). Mission-critical areas have been
priorities for hiring and for addressing misalignmse NASA manages human capital programs
(e.g., Voluntary Early Retirement Authority [VERA®luntary Separation Incentive Authority
[VSIP]) and the use of recruitment/retention auitines uniquely authorized for NASA based on
these analyses.

Sample Analysis: Measures of Workforce Capability

A major recent initiative was the development afrsieasures of workforce capability that are
used to analyze multiple dimensions of workforcaltieat the Centers and to identify areas of
current and potential future misalignments (e gplability, skill availability and access,
performance and proficiency, sufficiency, and sustaility). The Centers have completed an
assessment of their workforce using the full listn@asures as part of the 2009 budget process,
and provided a narrative summary of findings as plathe PPBE process. These findings
focused on the range of work outlined in a budg&ited workforce planning exercise. The
measures have been institutionalized as annuaitaegj but the particular method of analyzing
the workforce using these measures will be impramdtie next planning cycle (e.g.,
guantitative metrics will be added to the analgsid reporting process).

4.7 REPORTS AND OUTPUTS

As mentioned in Part 4, SWFP activities yield aetgrof outputs. While some outputs are
follow-on activities or initiatives and various fos of workforce guidance, others are in the form
of reports for internal and external audiences.

Critical Competencies

The critical competencies are a subset of thotedlim the NASA CMS Workforce Competency
Dictionary. To meet its human capital challengbe,Agency focuses its recruitment, retention,
and development efforts on the competencies driticés missions. For example, various
recruitment initiatives and incentives target caticompetency areas, and employees with
critical competencies are excluded from buyouts.
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The critical competencies are established at thendyglevel and are updated periodically based
on inputs from Centers, MDs, and Mission Suppogddizations (MSO) regarding: (1)
magnitude of the gap between competency requirenaart the availability of the competency,
(2) difficulty of closing the gap due to labor maticonditions or the uniqueness of expertise
required, and (3) urgency in closing the gap taafilimmediate important need.

External Reports and Briefings

In recent years, Congress, GAO, OMB, and OPM haweeased their attention to NASA’s
workforce issues and planning capabilities. Thesgght organizations focus on NASA'’s
transition of the civil service workforce to newiaration projects, but they also show interest
in other subjects, such as science workforce apdizbties.

Standing reporting requirements for workforce plagrio these external organizations include:

» Quarterly updates to OMB/OPM President’s Managemgeinda (PMA) Scorecard

» OPM'’s Human Capital Management Report, which cotleesHuman Capital
Assessment and Accountability Framework (HCAAF) eiod

» OPM'’s Proud 2 Be
Ad hoc reporting examples include the following:

» Briefings to Congress, the Aerospace Safety Adyifanel (ASAP), and the NASA
Advisory Committee (NAC) on a variety of workforpanning issues (e.g., Shuttle
transition)

» Budget-workforce updates to OMB and OPM
» Responses to questions submitted by oversight @widaay bodies

Most of these oversight organizations request fRORSA a sizable amount of information that
contains important insights and detail on histdracad current-state workforce trends,
particularly in the area of planning for ExploratiBrograms (e.g., Constellation). The Agency
will be better equipped to fulfill these requesyspgerforming more targeted data collection and
analyses included in the strategic level of wor&éoplanning.

Workforce Strategy Document

The Workforce Strategy report describes the custate of the workforce, recent related
decisions, ongoing issues, and unresolved risklbdtiments what happened during the previous
planning cycle and establishes forward plans frormdiative, workforce planning process, and
issue-resolution point of view. In April 2006, tNASA Workforce Strategy was documented,
published, and presented to Congress. This doduimeused on business conditions at the
Agency, competency trends, and the most pressimigf@rae challenges at that time. This report
will be adjusted and expanded in the future.

September 2008 19

B
»
=3
=
)
(=g
[1°]
=
(7]
o
=
=
o
=
(2]
(]
)
)
3
=
=
«Q




@ NASA Workforce Planning Desk Guide

4.8 RELATED POLICIES

Legislative Directives

Most policies related to workforce are publishedly Agency for internal use. In some cases,
legislation impacts workforce or human capital pi@l$, creating external reporting requirements
or placing new restrictions on what the Agency darwithin its policies. For example—

» NASA Appropriation from 2008: “NASA Appropriatiofiound in S.3182, Commerce,
Justice, Science, and Related Agencies Appropnatiet, 2009: "Notwithstanding any
other provision of law, no funds shall be useditiplement any Reduction in Force or
other involuntary separations (except for causehbyNational Aeronautics and Space
Administration prior to September 30, 2009."

In recent years, OMB established “targets” for NAS#ivil service workforce size that decrease
the current size over the following five years.

NASA Agency-Wide Policies
With respect to Agency policy, workforce plannisgai relatively new formal area within human
capital offices, and, therefore, the body of pobmgilable within the Agency is smaller than it is
for other human capital areas such as classifitaBecause workforce planning is distributed
across multiple functions and offices at the Headlguis, including the OCFO, OPII, and
OHCM, policies that affect workforce planning da have a single source. Workforce planning
relies on communication mechanisms such as Ageinegtives, SMC/OMC approval, or Office
of the Chief Human Capital Officer (OCHCO) statemseiemporary subjects such as FTE
ceilings will continue to be documented and Io

communicated in guideline memoranda issued by sen
Agency leadership.

— Reference —

The Agency policies below are
configuration-controlled documents

The existing Agency policies that are directly velet to | that can be accessed via the NASA
SWEP include® Online Directives Information System

(NODIS) http://nodis3.gsfc.nasa.gov/.
» NPD 1000.0Strategic Management &
Governance Handbook (Expires 08/30/2010)

This document describes the current NASA admirtisti@governance model, including
organization structure and decision-making autlesitThe Handbook outlines the role
of the SMC and OMC in decision-making for the Aggrend divides the programmatic
(Mission Directorate) and institutional (Centersyanizations’ responsibilities. The
document makes clear, although brief, referencéisemeed for long-term workforce
planning and informs the reader of how Agency-wddeisions, including those about
workforce, are made.

» NPD 3010.1Strategic Workforce Management (Expires 11/10/2008)

8 In general, NASA Policy Directives (NPD) and NA®Aocedural Requirements (NPR) serve to establish
instructions, authorities, and guidance.
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This document establishes policies and responsgsilio ensure that the Agency engages
in integrated workforce planning. When update@008, the NPD will establish the
roles that comprise the Workforce Planning Govecedtructure as NASA policy.

» NPD 3310.1BpDistinguishing Between Contractor and Civil Servi¢ainctions
(Expires 09/22/2012)

This 2001 document summarizes what federal lawsegulations require.

» NPR 7120.5CNASA Program and Project Management Processes amdiRrements
(Expires 03/22/2010)

This document outlines roles, responsibilities, eaglired activities for NASA programs
and projects, including resourcing (workforce atiteo) and make/buy decisions. This
document is relevant for workforce planning becatitemalizes the requirement for
projects, rather than for institutions, to providirmation for and make decisions about
workforce demand and sourcing.

Acquisition Strategy Policy and Strategic Workforce Planning

The Agency strategic acquisition approach: 1) eembénior management to make informed
business decisions earlier in the planning pro@sstentifies the managers responsible and
accountable for strengthening links between progpesject decision-making and financial
management information, and; 3) supports discidlic@st estimating at the Agency level. The
Agency'’s acquisition strategy allows Programs, adstviators, and process owners to make
outsourcing decisions and undertake effective essinating and performance management
processes. From a SWFP perspective, Agency adquigitocesses serve to establish strategic
priorities based on mission requirements, quamtidykforce and operational risks, and better
manage program costs.

Policy Accountability and Follow-Up

The Agency encounters, from time to time, issugsoity noncompliance. In each case, the
Agency management takes steps to resolve it. @eate accountable for managing their
workforce according to the polices that are in plaEor example, Centers are required to
manage hiring, monitor and adequately forecastiattrin order to conform to annual Center
FTE ceilings provided by the NASA Associate Admirasor.

— Reference —
How Workforce was Addressed in 2010 Budget Strategi ¢ Planning Guidance

1.4.7 Workforce Priorities and Assumptions: The Agency is committed to improving the overall
capability of the workforce and its alignment to NASA'’s near- and long-term mission requirements while
maintaining ten healthy field Centers. As part of this commitment, the Agency must maintain a balance
among civil service, contractor, and other external partners. With this balance, the Agency will be able
to sustain or build in-house intellectual capital while providing independent technical and programmatic
checks and balances.

NASA's stated workforce priorities for the programming and budgeting phases of the PPBE in the FY
2010 cycle were to:
a. Maintain steady Center workforce levels througho  ut the budget horizon , to include both
civil servants and contractor WYE. Demand for civil servants that exceeds existing levels
should shift to centers where workforce is available.
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b.

Programs and projects are to commit to 5 year wo  rkforce planning and taking into
account the available skills across the agency, aggressively plan work assignments to the
centers.

» When firm commitments are known, both FTE and funding is to be identified.

» Probable work assignments that have uncertainty associated with pending competitive
selections and acquisition awards, but has funding associated with it, is to be planned in
the “mission forecast” line. Centers should understand when work assignments are
planning assumptions and not see them as guaranteed work.

» Mission Directorates may have to direct work if competition decisions go differently than
the mission forecast plans, available for new work (AFNW) is created and it is impractical
for Centers to adjust workforce accordingly. The requirement to redirect will be determined
on a case-by-case basis. In the execution year, Mission Directorates maintain
responsibility for FTE funded in N2 if those projects are cancelled.

Center Directors are responsible for managing workforce to near and long term funding

levels, and therefore should continue to evolve to a more scalable workforce that can

respond to changes in programmatic requirements. Greater scalability will be achieved through
targeted and prudent use of term-limited civil service workforce and strategic use of
contractors.

» Centers will evolve to toward achieving and maintaining a minimum profile of 15%
term/temporary workforce for Science and Engineering positions by 2013 (not including
students/coops).

» There will be no agency reserve to allocate to workforce funding gaps; therefore the
general policy is that Center Management and Operations accounts are to be used to
address Available For New Work (AFNW).

» Itis expected that the workforce demand for FY 2009 will materialize as we near the
execution year and at the completion of the workforce requirements planning process.
However, if the demand is insufficient at a center to sustain the current workforce, the
Center Directors will assess and articulate the impact to absorb this cost in CMO and
surface this with the IlA submissions. The acceptability of these impacts will be assessed
at the Budget Integration PMC in June and evaluated against alternative program funding
sources.

Centers are to proactively address civil service workforce surplu ses, shortfalls and skill
mix issues early and throughout the planning proces s. Use the full range of work
distribution and existing human capital options to address or limit anticipated workforce gaps
and surpluses over the 5-year budgeting horizon through completing three “workforce
shapshots”.

Ensure the civil service workforce has the skills to accommodate the next decade of
design and development work as well as post-design development phases.

» Use rehiring opportunities to alter workforce mix within the size of workforce provided by

Center targets
» Center Directors are expected to rigorously apply performance management tools and
processes to eliminate non-performers from their center civil service cadre workforce.
Commit to preserving long term workforce health, including robust civil service workforce
pipelines and student programs
Plan a smooth transition of workforce from Shuttle to Constellation , following the last
Shuttle flight in 2010, including workforce supporting Shuttle transition and retirement (T&R)
activities
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Center-Level Workforce Policies and Guidance

Centers can develop policies and other forms adange specific to their Centers as needed. For
example, Centers can establish sub-processesmsysiad procedures, or can impose hiring or
FTE ceiling constraints for MDs, divisions, or becaes as needed to meet their objectives and
manage their institutions appropriately. These @esgpecific policies cannot conflict with
Agency direction or policy.

&
(]
=3
=
)
(=g
[1°]
=l
(7]
o
=
=
=+
o
=
(2]
(]
i
)
3
=
=
«Q

September 2008 23



@ NASA Workforce Planning Desk Guide

5. Programmatic Workforce Planning

5.1 DEFINITION

Both strategic and programmatic workforce plannimude future planning for time frames
well beyond the concrete near term and includelarmubject matter (e.g., FTE ceiling or
desired future size of a Center’s workforce). Wiiatinguishes Programmatic Workforce
Planning (PWFP) from other levels of planning iatth is dependent on decisions generated
from the PPBE process, whereas SWFP activitiesotidepend directly on the budget process
and related planning. PWFP focuses on solving veockf alignment problems in the mid-term
(one to six years beyond the current year) ratiean bn a longer-term horizon.

NASA's definition of PWFP emphasizes these therasgpllows:

Programmatic workforce planning is the disciplineneatching workforce to
program and work requirements, using specific wasgignments and resource
distributions associated with a proposed Congressidudget, and objectives
established through strategic workforce planningrolugh this comparison,
potential misalignments can be addressed throutgrations in work, workforce,
or resource levels.

Within PWFP, NASA considers the following:

» Center work assignments and potential work packaged the impact of different
combinations on workforce demand at each Center

» Impact of sourcing decisions on workforce requirents and desired Center in-house
versus external roles

» Maturity of program planning, funding and work requements and impact on
workforce requirements within the planning system

» Accuracy of workforce requirement estimatesvhether the estimated number and type
of workforce needed to do the work is realisticagiwvhat is known about work
requirements at the time of planning

» Workforce capacity gaps and surplusaseach Center, overall, and in different skill
areas

» Impact of budget workforce plans on other strategjoalsor constraints, such as
maintaining organization or workforce capabilitiaad achieving an optimum size at the
Agency and at individual Centers

Just as there is overlap between SWFP and PWH#R,ithalso overlap between Programmatic
and Operational Workforce Planning (OWFP) (see feédl). The budget process, on which
PWEFP is largely based, covers a broad time hor{tef years) that includes the short-term
planning horizon that is considered within OWFP.
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Figure 6: Planning Horizon for Strategic, Programm  atic, and Operational Workforce Planning
Planning Horizon

—

Year O ' Yearl Year2 Year3 Year4 Year5 Yearo6

Strategic Workforce Planning

Programmatic Workforce Planning

Operational Workforce Planning

Despite this overlap, the emphasis of programnmddicning is different from that of operational
planning. One way to differentiate the two is tmsider planning activities “programmatic” if—

» They consideworkforce issues beyond two yearge.g., pattern of workforce surpluses
across the six-year horizon).

» They considelonger-term impact to workforce of near-term decisons(e.g., impact
on Centers of assigning new work packages beyomg@&uyear [BY] 2).

» Theysupport development of a six-year budgethat will be submitted and defended.

» Theydrive institutional changesthat will last (e.g., alterations to compositian o
structure of workforce).

5.2 DRIVERS

Programmatic planning at NAS&xpandghe fidelity of data beyond the first two years dinel
complexity of analyses and decision-making inclustethe budget planning process for a
number of reasons, including the following:

Buluue|d 821040p7 213eWIWeRIBOId °G

» External scrutiny of NASA and the success of itssiins make a “business-as-usual”
approach to workforce estimating and budget subnaittonger appropriate.

» The new Exploration projects require reshapingibekforce over a long period of time
and therefore necessitate planning beyond two years

» Several large transitions overlap in years duritgcty one major program ends and
another begins. These transitions require plandéujsions be made at least three or four
years in advance (e.g., plans for transition oft@workforce in 2011 began in 2005).

» The Agency decides on work and workforce changaisrtiust have longevity (e.g.,
assignments of work, sourcing decisions) becawsedan be difficult and inefficient to
undo.

» NASA has multiple objectives that include stayinighim budget, schedule, and
performance on existing missions while maintairang improving the institution and
infrastructure for future projects. This requirgsuitidimensional’ planning that
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complements the traditional bottom-up budget dgwelent with a coordinated top-down
approach.

» The Agency must have a comprehensive picture dfacted workforce and its
intersection with civil service for problem solviagd informed procurement decisions

5.3 OBJECTIVES AND OUTCOMES

PWEFP activities aim to provide sound, integrated #tnoughtful workforce analyses to enable
stakeholders across the Agency (including AgenoygiRm, and Center representatives) to—

» Implement workforce strategies (as defined throthghSWFP process)
» Identify institutional and program misalignments

» Assess the risks of misalignments

» Make sound choices about how to reduce the risétsSraprove efficiency

The desired outcome of programmatic planning isffective management of competing
interests, and programmatic or institutional risks.

5.4 PARTICIPANTS

PWEFP involves participants from across NASA atAlgency, Program, and Center levels.
However, many key decisions are made at the Progradenter levels, with substantive input
from other Agency organizations. Primary particiggain the Programmatic Workforce Planning
processes include the followirig:

» MD/Program management and representatives

» Center leadership and workforce planning represeata
» PA&E

» OPIl and OHCM

» Agency and Center OCFOs

5.5 AGENCY-WIDE PROCESS

At the Agency level, PWFP activities occur in thegramming and budgeting phases of the
PPBE process, and focus on assessment of aligrimeemeen Center workforce and the Program
work of the Agency. Figure C-1 provides an illusta of this proces$

The workforce planning steps in the programmatizsetfocus heavily on measuring workforce
capacity misalignments at Centers. PWFP focusesaapacity gap analysis using multiple
events—workforce snapshots and WIMS submit—to eefire analysis over a defined period of

o Appendix E provides additional details on the salevolved in Programmatic Workforce Planning.

9 The complete series of steps in the PPBE processrasented in detail in Appendix C.
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time. As summarized in Figure 7, all of these esexcfollow the traditional demand/supply gap
formula, where demand is represented by a sumnid&y© requirements from programs,
supply is represented by current workforce pluariitttrition and hiring, and gaps are the
mathematical differences between the two. Howedhermain purpose and the level of detall
vary from one event to another.

Figure 7: Workforce Snapshots and Labor Pricing as Part of PPBE

PPBE and Programmatic Workforce Planning

Dec-Feb Feb-Jul Aug-Sept Oct +
Planning Programming Budgeting Execution

¢4 ¢ 0o

Strategic Workforce Planning

Financial &
Workforce
Distribution

Workforce Demand vs Supply Skill Alignment
(SS1 & SS2) (SS3 & WIMS)

Programmatic Workforce Planning

Operational Workforce Planning

At the beginning of the budget planning processitdeabout the Program/Project work are still
being formulated; therefore, the analyses thatanelucted in the early stages are designed
accordingly, focused on identifying alignment issa¢ an aggregate level. As the
Program/Project information becomes clearer andbtitiget planning process moves farther
along, the workforce demand vs. supply analysesrheanore specific, culminating in skill
alignment analyses. This timeline of workforcenpleng analysis provides the necessary
information at key times in the budget planninggess to problem-solve misalignments along
the way, rather than uncovering them toward theadride budget process when major shifts
(e.g. work distribution) would be more difficult toake.

In the following section, each major analysis atfiis outlined, describing the timing,
objective, analysis elements, and outcomes assdorgth each step. Additional Center level
analyses are also described to provide furthernmédion about the kinds of workforce planning
activities that occur across the Agency duringriogPammatic Workforce Planning.

Funding and Work Distribution

In the very early stages (January/February) oPRRBE process, the Mission Directorates and
Programs distribute work packages that describantify, and obligate FTE (civil service
resources) and WYE (contractor resources) theytol&buy” from each Center. This step
initiates the iterative process of negotiation ewthe Programs and the Centers regarding
resource levels and work requirements. Duringtime, OHCM initiates an evaluation of the
distribution and mix of work across Centers. Thgeotive of this evaluation is to determine if
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allocations of budget and support from Director&te€enters is appropriate, given Centers’
fixed workforce size and current composition. Whaoking at the mix of work, OHCM
evaluates:

* Total FTE demand by MD, Program, Project

* Proportion of Firm vs. Forecasted

* Proportion of work at each Center from each MD

* Amount of Exploration work distributed to each Gant

In addition to evaluating distribution and mix obik, OHCM seeks to determine the proportion
of each Program’s available vs. planned funds terdene the degree of funding held back, and
compares that information to the amount and typeark the Centers expect to receive. The
results of these analyses are communicated atdbady level so agency leadership can help
resolve issues related to work distribution eamlyhie PPBE process.

Workforce Demand vs Supply

In the March-May timeframe of the PPBE process Rtagrams/Projects and Centers are fully
engaged in negotiation regarding FTE/WYE levelswandk requirements. Centers are
conducting analysis to determine if they are likelyhave excess work or AFNW across the
budget horizon, based on work that has been allddatdate by the Programs/Projects.

In this timeframe, OHCM solicits information frorhe Centers regarding the balance between
the work that has been allocated and the Centerdefliags for civil service workforce. The
objective of this step in the process is to unceassible issues with distribution and work
across Centers early enough in the process to ntakse corrections at the Agency level to
avoid major misalignments between the assignmernit aod the workforce available at the
Centers. These course corrections may includetrdgmison of work from one Center to another
or identification of funding not yet allocated, andchange to funding amounts within
appropriations (where Agency has authority to do #d the Center level, course corrections
may include defining workforce requirements withrenéidelity for any given package of work,
pursuing potential work assignments for the Certed/or redistributing MD ceilings within a
Center

The data call to the Centers comes in the fornSoiapshots”, which are specially designed
excel-based workbooks used to gather informatiahithnot readily available in other
workforce planning systems. Snapshot One (SS&xw®d in the March timeframe, focuses
primarily on workforce demand, exploring the impattunassigned or re-assignable work on
Centers total gap/surplus condition. Specificali$1 asks the Centers to:

* Validate Program assignments and collect a listnafssigned work or assignments in
negotiation

» Calculate total Center gaps/surpluses using aliemaupply assumptions (e.g. prior
FTE ceilings or targets, current FTE levels)
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Snapshot Two (SS2), executed in the May timefrdoweises again on workforce demand, but at
a greater level of detail than SS1, exploring thpact of unassigned or re-assignable work on
Centers gap/surplus condition at the organizatitenal (e.g. Engineering Directorate).
Additionally, SS2 asks the Centers to:

* Assess the degree of certainty of Programs’ FTHirements and Program schedules,
and identify errors in the data

* ldentify additional program work that is not yetthre planning system but may be under
negotiation with Programs and projects, and reirsdole work (which can be pursued by
Centers in addition to NASA-funded work)

* Assess the fidelity of their own workforce estismtor any package of assigned work
(e.g., have the estimates been artificially comsc by ceilings)

* Extent to which changes to work volume, workfors@reates, or schedules could be
absorbed by the Center without additional probleiaisg at the Agency level (e.g.,
dialing support service contractors up or downsoutcing or in-sourcing work)

Workforce Skill Alignment

In the August-September timeframe of the PPBE m®idbie Programs/Projects and Centers are
winding down their negotiation regarding FTE/WY léés and work requirements. Centers are
conducting more detailed analyses to determinel¢igeee of alignment between the work
requirements and the skills of their current workén

In this timeframe, OHCM solicits information frorne Centers regarding skill mix issues they
will face over the planning horizon, given curréiing controls, Center ceilings, and work
assignments from Programs. The objective of ti@g & the process is to identify significant
workforce alignment issues at Centers that wereeniolent in the previous Center-wide FTE-
focused analyses. These analyses may result iseoarrections to include reformulation of
hiring controls, development or alteration of sangadecisions (e.g., support service contractors
or other partners), and/or other workforce shagiffigrts such as managing surplus through
attrition.

Snapshot Three (SS3), executed in the August-Ségtetimeframe, focuses on workforce
supply, examining how well the workforce matches dlssigned work (e.g., skill mix issues for
individual types of workforce), and on competed kvtbrat is a priority for the Center.

SS3 asks the Centers to:

* Use WIMS (Workforce Integrated Management Systermpatch workforce to work
assignments (the portfolio of which is consider@td¢ more settled by this point in the
process). Specifically, WIMS requires Centers to:

o Input workforce requirements data for current, pnégcurrent + 1), and budget
(current + 2) years by work breakdown structure §yBode for every employee
at the Centers
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o Define work in terms of competencies by trackingreMS competency that
each employee will use and how much time the engaayill spend on this work
over the coming two fiscal years

o Track people who are available for new work (AFNawvid the expected time and
duration of this availability

» Provide additional narrative interpretation of dethgaps and surpluses that result from
the WIMS/WPS submit

0 Assess possibility to address gaps by acquirirdeweloping staff

o Identify surplus that can be absorbed throughtiattyj incorporating Centers’
own insights into likely turnover rates

0 Assess impact of unresolved workforce gaps or sags

WIMS planning is most effective when work requirertgeare clear. This level of planning
enables Centers to check the assumptions used ngher-level estimates and uncover
additional capacity misalignments (e.g., gaps gplsses in particular skills, competencies,
or organizations).

Other Types of Center-Level Analysis

The workforce planning analyses in the programnpingse also expand beyond the traditional
capacity gaps and surpluses. For example, Cend&zanaine if there are “partial” workforce to
work misalignments of discrete knowledge, skillgperience, or proficiency. They also interpret
gaps and surpluses, examining the probabilityttamisalignments will occur, the level of risk
posed to the enterprise, and their ability to nesadsues independently. Finally, Centers assess
their ability to meet longer-term strategic goaisl @bjectives established by the Agency, such
as perm/term mix and scalability. The strategickiance health measures are included in this
phase because they provide insight into these lohdsrkforce issues and provide a fuller view
of the Centers’ overall workforce status.

Findings from these additional types of analysesgenerate other, often Center-driven,
problem-solving activities. Centers can initiateuees to hiring priorities, revise deployment
arrangements (e.g., migrate workforce to new woruild skills), develop approaches to work
performance (e.g., new kind of team-based collahosryg reorganize, or alter how support
service contractors are used.

Formulating the Labor Budget

Throughout the budget cycle, multiple FTE ceilimgsst for the centers: Center ceilings (from
OCHM), Project Ceilings (from N2), and internal angzation ceilings. All these should be
reconciled and priced out at some level, dependmthe data requested for senior management
to make informed decisions and respond to extengailres with consistency and data integrity.

Snapshot 3 informs the Agency of the estimated deraziven FTE requirements at the Center
level. Because Center FTE levels cannot be altguekly, it is necessary to smooth out ceilings
so they do not abruptly increase or decrease. TdreteSnapshot 3 is used to determine new
ceiling controls that are used to generate labioing costing using the WIMS Labor Pricing
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Module (LPM) (see description on page 55). Thisaglrepresents the labor portion of the
budget submit that is shared with OCFO budget atsgnd submitted to OMB and Congress.

WIMS is a single integrated source for all workimanning, management and analysis data for
the Center and Agency. One of the several modulkksn WIMS is LPM (Labor Pricing

Module). The LPM is an integrated Agency wide worke budgeting tool that has been
developed for the NASA Labor Budget Analysts (LBA&PM can be coupled with the
Workforce Planning System (WPS), the workforce piag module within WIMS and used in
center unique budget systems that also includelteawd procurements.. LPM combines FPPS
and ALDS data with WPS FTE/WBS planning data tantdg the cost to project civil servant
labor and labor related costs.

LPM is automating the labor pricing process acthssAgency with the intent to minimize the
use of numerous complex spreadsheets and prowidesistent calculation solution and
process. In addition, one of the values of LPNhesability to perform “what if” scenarios with
the same assumptions, using the same dataset.

The goal of LPM is to create a “single entry pdortLBAS to obtain labor costs. This single
automated solution will provide a uniform laboradation solution available to other modules
requiring labor data.

5.6 REPORTS AND OUTPUTS

A number of outputs and reports are generated ra®paWFP:

» Work products generated during the PPBE cyclde.g., three workforce snapshots and
a WIMS submit) that contain both quantitative andlgative elements

» Labor portion of the NASA budget, which is submitted to OMB and Congress

» Documented agreementge.g., program decision memoranda [PDM]) and ghield
directives or guidance (e.g., memoranda about C&ite ceilings)

» Summaries of unresolved issue.g., remaining AFNW at Centers)

» Revised budget guidance for bottom-up deployment phning that transitions
planning from the programmatic level to the opexrai level

» Communication documents for internal and external adiencesthat summarize
findings, recommendations, and open issues

5.7 RELATED POLICIES

The PPBE guidance documents, includingStmategic Planning Guidanc¢éheProgram and
Resources Guidancand theProgram and Institutional Guidan@re mechanisms for
conveying workforce planning policy to the Agentye instructions and parameters laid out in
PPBE documents are developed in each cycle witlt inpm a range of Agency and Center
stakeholders. PPBE policy documents are controdled,are accessible online via the eBudget
Clearinghouse.
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Acquisition Strategy Policy and Programmatic Workfo rce Planning

Strategic acquisition at the Center level is conedrprimarily with the criteria that a Center
should use to decide if it should use support sergontractors or maintain a capability or
competency in-house. Because MDs, MSOs, and Ceamtersach responsible for implementing
the Agency acquisition strategy policy, acquisitmanning allows senior Center administrators
to make informed and data-driven decisions abotdgooucing of functions in a manner that
supports the NASA mission as well as the businegsirements of the Center. These decisions
are based on a number of factors, including thellelin-house capabilities, the emergence of
newly required capabilities or the disappearancauthoded capabilities, and the costs
associated with maintaining capabilities in-housesus the costs of outsourcing the work.

— Did you know? —

To access Clearinghouse, you must first log in to the eBudget
application, at https://budget.nasa.gov/login/Login.aspx. If you
do not have access to eBudget at this time, or if your account
has expired, you will need to request a new eBudget account
via a NAMS request. You may go to https://nams.nasa.gov to
initiate a request. A user guide to help you request the
appropriate access has been posted on the eBudget i-View

page.
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6. Operational Workforce Planning

6.1 DEFINITION

Operational Workforce Planning differs from Strategr Programmatic Workforce Planning in
its short-term planning horizon (0-1 year) andataus on the civil servant workforce as
opposed to the total workforéé Also, Centers rather than Agency or Program oegitins are
primarily responsible for performing Operational kforce Planning activities.

NASA'’s definition of Operational Workforce Planniegiphasizes these themes—

Operational workforce planning is the disciplineasisigning current Center
workforce to work requirements over a one-year tiraee, managing the
distribution of workforce across the Center accaglto agreed Center resource
levels, and supporting the institutional healthilod Center’s civil service
workforce.

Within the discipline of Operational Workforce Phamg (OWFP), NASA Centers perform a
number of different types of tasks:

» Assigning current workforce to work (i.e., a deplognt plan) an imperative task given
the highly matrixed organization structure of m@shters, where civil service workforce
and support contractors work on multiple projecsatirrently.

» Implementing workforce changes agreed to during Brammatic Workforce Planning
(e.g., increasing or decreasing overall Center Farkkeveloping current workforce by
cross-training to a new type of work)

» Ensuring the proper mix of workforce attributes- Centers verify that they have the
right quantities and combination of competenci&glss appointment types, and so on to
perform current and future work.

» Managing the use of FTEs at the CentersCenters ensure that they obtain and maintain
the needed amount of employees within the estadistenter ceiling. Planning and
management of FTE relies on a well-establishekimngcand phasing process. It starts
with both the Center FTE ceiling issued by HQ OH@MI with individual organization
ceilings that Centers themselves establish an#.tlaends with the creation and
maintenance of the hiring phasing plans, implentmteollaboration with human
resources staff and with the hiring Directorates.

! Most planning for the contractor workforce takéecp within Strategic and Programmatic WorkforcariRing.
Operational Workforce Planning does incorporaterimiation about established on site and near sitgaxtors and
how they can be used to supplement the civil serwiorkforce.
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Centers must coordinate their operational taskaumsdecisions made in any one area can
affect all other areas. For example, Centers nusiocm to FTE ceilings that, along with
attrition, define the amount of hiring that is pbés at a Center. Centers also must use hiring
opportunities to make good decisions about thegropx of workforce attributes to fulfill
current and future mission needs, which in turnaotp the workforce available to assign to

work.

6.2 DRIVERS

OWEFP focus on implementation (i.e., making workéohanges happen and assigning
workforce to perform work) means that the drivehibd this type of planning is the need to
ensure Centers successfully accomplish their wodkadtain their goals and objectives.
Although NASA has been conducting OWFP activitiees its inception, this type of planning
has become more complex and important as a refsihié dollowing:

» The Agency has commenced new exploration projextsCenters now must develop
operational workforce plans that meet multiple, sdtmes competing, objectives. For
example, Centers must have resources to perforrk fwoparticular MDs right now
while altering its composition to anticipate anégmre for future requirements.

» A “business-as-usual’” mode of planning and opegasmo longer reliable, and Centers
must put more effort into planning, rather thatimgtthings work the way they have
previously.

» There is not much room for error. Funds to covett co FTE overruns ultimately come
out of a fixed budget, thus delaying spending drepthings of importance to the
Agency.

» Areas of renewed interest to the Agency, such @sgoving in-house capability or
workforce bench strength, ultimately play out & @WFP level in the form of hiring,
training, or deployment plans that Centers can @mant. Therefore, Centers must be
able to convert broad, sometimes conceptual, algscinto tangible plans.

The six Measures of Workforce Capability (Part #ategic Workforce Planning), reflect the
range of topics that Centers must consider wheerldping operational workforce plans.

6.3 OBJECTIVES AND OUTCOMES

The general objective of OWFP activities at eacht@eis to manage the Center’s civil service
workforce by—

» Translating multiple, concurrent short- and lontgrm workforce objectives into
concrete actions, and implementing them

» Monitoring progress against plans and making adjasts as needed
» Deploying workforce to perform work
» Conforming to Agency policies, directives, and agreesource ceilings
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Within these general objectives, more detailed abjes form the basis of OWFP activities,
such as—

» Conforming to FTE ceilings by balancing the pacéiahg over the course of the fiscal
year against actual and projected losses

» Increasing workforce scalability through appropidistribution of permanent,
term/temporary, and student employees

» Using hiring authority effectively, taking into ammt long- and short-term requirements,
and effectively applying flexibilities and incentis

» Maximizing buyout authority through appropriateidéfon and sizing of the target
population

» Improving long-term workforce sustainability by &slishing robust pipelines for
positions needed in the future:

= Capitalizing on student and “fresh-out” programs-~{ees must size their student
programs (e.g., Student Career Experience Progé&&P] and Federal Career
Intern Program [FCIP]) to correspond to future yitdvel needs in key areas such as
engineering and professional administrative pas#tio

= Building skills in pipelines staff—Centers must pide hands-on work opportunities,
using senior staff to help train and transfer kremlgle to rising staff members, and
offer other training and development activities.

6.4 PROCESS PARTICIPANTS

OWEFP occurs at the Center level and typically warkkin the structure of Center organizations
and organizational sub-elements, not through tbgrnam/project structure that characterizes
PWEFP. Participants in the Operational WorkforcenRilag process include the following:

» Agency OHCM, Workforce Strategy Division, whichugs Center ceilings

» Workforce planners, at Center workforce planninigces (in the human resources office
or in the chief financial officer’'s organization) within organizations, who create and
update plans and analyze actuals and current sdpjdy

» Center line organizations, including administratfgcers, who verify and validate
Center plans

» Human resources specialists, who manage hiringrestbuyouts, and other such actions,
based on workforce plans, and who provide needediration to workforce planners to
develop and keep current viable plahs.
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6.5 DESCRIPTION OF PROCESS

OWFP covers many different activities becauseitt ihis area of planning that all of the
objectives, goals, and findings from all other typé workforce planning converge. Although
Centers differ in how they perform these activitié®y cover all of the activities following the
processes described in this Section.

OWEFP process is composed of the following threerietated areas:

» FTE Controls and Flow of Workforce—Refers to
ceilings and hiring controls and to calculations of — Reference —
the flow of workforce in terms of hires and losses|| Three primary activities that drive
using these constraints. This area also includes || ©perational workforce planning --

. . . . managing FTE controls and flow of
tracking of actuals for compliance with ceilings. N L S

» Workforce Deployment—Assignment of people tq| and the implementation of HC

work in the form of funded projects. CIENEES — 20 el Gl pkeizdl I 2
sequential or linear manner but in

» Implementing HC Changes—Assessment of parallel with integrated activities.
institutional health and implementation of change Zg:l;’;tigrS:nC(;'g';t‘;futtzeofiféh
in the types of workforce, capabilities, and stowet . torm the foundation for
that are needed at a Center. operational workforce planning.

\ "4

Each Center designates specific staff to perfoematbrk
in each of these three areas. Each area, howelieg on
inputs from or must provide outputs to the otheaarfor the planning to achieve its intended
outcomes. For example, workforce deployment plamnot be constructed without FTE
controls for individual Directorates or offices. ian capital changes, such as increases or
decreases in the number and types of positionswwldpment of the current workforce, depend
on both deployment planning and its output.

The remainder of Section 6.5 describes in detaih @d these three areas Section 6.5.1, FTE
Controls and Flow of Workforce; 6.5.2, Workforcefdeyment; and 6.5.3, Implementing
Human Capital Changes.

6.5.1 FTE Controls and Flow of Workforce

Agency FTE Controls

At the close of the annual budget cycle, the Aggmegents the budget submission to the OMB,
which controls federal employment by establishifigFvorkforce limits, or ceilings, for
government agencies for the upcoming fiscal yeas fiie remaining 5 years of the budget
horizon. OMB reviews the budget submission andgassNASA a total FTE ceiling or “target”
for the civil service workforce at the Agency.

Only OMB can change the total NASA FTE target b3 HQ can adjust Center ceilings
within that total to respond to mission requirense@enter FTE ceilings are finally published in
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a Program Decision Memoranda (PDM). Subsequethity; are updated through the year by
memoranda via the Agency Associate Administrator.

The Center FTE ceiling is the resource constraititivwhich OWFP occurs at the Center level.
Other constraints on Center-level workforces comey of hiring restrictions that are issued
by NASA HQ for Centers whose ceilings are decliniBgamples of such hiring restrictions
include the following:

» Hiring Freeze—Hiring freezes vary in their formality, rigiditgluration, and scope. Some
are initiated by OMB, while others are initiated Adgency or Center management. A
freeze on hiring is for reducing staff by not rejitey departing employees. Freezes also
prevent the Agency from incurring the costs assediavith a RIF.

» Replacement Hiring RestrictieaHiring may be restricted to ensure that Centezsaaite
to conform with shrinking ceilings from one yearth@ next. For example, the new
exploration projects have been accompanied bylghgrceiling levels at some research
Centers. To ensure that these Centers were abledbfuture FTE ceilings in 2007, the
Agency imposed a 1:3 replacement hiring restrictinrthese Centers where for each
three employees lost, these Centers may fill onby position.

Center FTE Controls: Directorate Ceilings and Hirin g

Centers are free to determine how to implementéilengs and hiring constraints issued by the
Agency. A key aspect of this implementation isdistribution of FTE across the Center through
assignment of Directorate- or office-specific aggls. These organization-specific ceilings serve
as a starting point for operational planning; thegy be adjusted during the year as actual losses
occur and as new information becomes available.

Center organizations use ceilings as control t@atsrequest authority for new hires based on
projected loss rates. Their hiring requests aredas their own gap analyses, using workload
requirements allocated from Programs and projestsally documented in WIMSs or other
Center-based systems). They also factor in the tweeldange skill mix and other workforce
health considerations.

Because Centers have greater control over hiresabver losses, Centers have well-established
processes for managing the flow of new hires. Tiredade an approval process for filling
individual positions and a tracking and phasingcpses to determine when hires should be made.
In most Centers, approval to hire is delegateditediorates and Directorate-level offices,

within the limits of their ceilings. The assumptionderlying this approach is that decentralized
decision-making and prioritization is most respwadp the kinds of work coming into the

Center.

Some Centers take a more centralized approactptoxdpg new hires. This is often the case
when Centers are responding to either significanstraints on hiring or significant shifts in
mission and role. In cases where hiring is limtieéess than one-to-one replacement hiring,
Centers often make tradeoffs between backfillsffierent Directorates. Another situation that
might drive centralized decision-making is a sigraift shift in the Center’s role or work. A
change of this type might require the Center tomsaer ceilings allocated to Directorates. This
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reconsideration can take the form of case-by-casesidn-making or a wholesale change to
Center ceilings.

FTE Tracking and Phasing

To ensure compliance with Directorate and Cent#ings, Centers establish phasing plans for
the timing of new hires against losses and a tracglan for monitoring levels throughout the
year so that necessary adjustments can be madéasliecomponents of tracking and phasing
plans include the following:

» Directorate-level ceilings
» Projected attrition rate (e.g., through resignatretirement, buyout)
» Additions to their workforces within ceiling andrimg constraints

» Timing of attrition and hiring activities (employg&ho leave before the end of a year,
hires who start later than the beginning of ther yaad gaps or overlaps in filling
positions, all factor into the FTE calculations dise compare to Center ceilings).

Tracking and phasing full-time permanent employ&ds$>) can begin by using a simple
spreadsheet, setting up a phasing plan for bringmgloyees into an organization, and then
tracking FTE on an ongoing basis and updating &toaadjust the phasing plahKey
concepts included in the tracking and phasing ©éater’s workforce include the following:

» Understanding the definition of FTE as “full-timguevalent” — for example, when
equating 2,080 hours per year to an FTE, an emplay® takes six months of leave is
considered 0.5 FTE.

» Calculating FTE by understanding its relationshifhvemployee types (i.e., FTP and
other than full-time equivalent [OTFTP]) — for expl®, a part-time permanent employee
working 20 hours per week is considered 0.5 FTE.

» Understanding the importance of phasing and itsashpn FTE calculations — for
example, a Directorate can stay within an FTE rgiby phasing the rate at which
employees are hired to balance against the attnitite.

» Understanding how to assess if an organization iis imot on track to stay within its
ceiling — for example, analyzing FTE “burn rdt&®r managing onboard targets.

When tracking and phasing the workforce, the Fédesonnel Payroll System (FPPS) is used
as the source of actuals data for current levedsiaipoint in time. Current employment levels
are calculated by identifying FPPS loss actiong. (eesignations, reassignment out, and
sometimes loss without pay) and gain actions (Rige, reassignment in) so that Centers can
calculate current employment levels and compana tivéh ceilings to generate or alter phasing
plans. Other types of FPPS personnel actions that be counted carefully include conversions
from one employment type to another (e.g., studiengermanent, or full-time to part-time) or
incidental leave without pay amounts, which can apldo large amounts over the course of a
year.
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13 Appendix F provides an example of how a spreadstaebe used to track and phase employees.
14 «Burn rate” refers to the rate with which Centbese used FTE in a year.
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Creating Staffing Plans
The elements discussed so far in this section@rdimed to create Directorate-specific and
Center roll-up staffing plans that take into acdahe following:

» Current and future ceiling levels, including overidgline requests or other anticipated
changes

» Onboard employee levels
» Projected losses and timing

» Hiring requests and timing (e.g., carryover himesf prior year approved but not yet
implemented).

Centers consolidate this analysis and create depstedfing and phasing plans for each of the
following key employee types:

» Full Time Permanent (FTP) employees (plans assunptogees work 80 hours each pay
period)

» Other Than Full Time Permanent (OTFTP) employesn§may use an historical
average of hours each pay period for each type) FT® types include:

=  Temps/term employees

= Part-time employees (or employees in a part-timepaent [PTP] status) typically
work 32—64 hours per pay period

= Student program employees may work a full-timean-time schedule; at some
Centers, students work 2,080 hours per year anda#tisnd school.

These staffing and phasing plans include the numibéphasing of hires and losses in each
Directorate. If decision-making is decentralizétert a Center can start with an overarching plan
that is disseminated to each Directorate beforeddarate-level plans are rolled up to create a
consolidated Center-level plan. To create Dire¢&lavel plans, Centers start with key targets,
such as the number of employees onboard and FTiEgseiThe plans take into consideration
any changes in the total ceiling allocated to tkaté€r. If the ceiling for the organization is
stable, the organization can expect to be planreéptacement hiring. If the organization is
growing to a higher ceiling, then planned hires rargeed losses; if it is shrinking, the opposite
is true.

In the beginning of each year, historical datausmed to develop an estimate of how many losses
can be expected.
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— Example —

One way to conceptualize a phasing plan for staffing is to start by thinking of it in terms
of on-board (or, whole) employees. If a Directorate begins the year with 90 full time
on-board employees, and in the average year it has 20 losses, and its ceiling is static
at 100 on-board FTP, then it could potentially have 30 hires. The directorate would
plan its hires to balance losses over the year, and it would not plan hires that would
take it over its ceiling.

However, a Directorate would not typically have an on-board FTP ceiling. Rather, the
ceiling is issued in terms of full-time equivalent (FTE) FTP. This ceiling would be a
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component of the Center’s FTE ceiling, which in turn is a component of the FTE ceiling
or target that OMB gives NASA. The significance of planning to an FTE ceiling (as
opposed to an on-board ceiling) for the Directorate is that it must account for the time
when it is not burning FTE. This includes the lag time between when current
employees leave the organization (losses) and when new employees are brought into
the organization (gains), as well as the Directorate’s aggregate leave without pay
(LWOP).

It is necessary to use a spreadsheet to build an FTE phasing plan, and a simplified
example of one appears in Appendix F. As the Directorate with a static ceiling of 100
FTP FTE plans the phasing of its hires in the spreadsheet, it no longer needs to plan
its gains to immediately follow its losses. In fact, gains may precede losses (the timing
of losses is inherently difficult to predict). The Directorate’s FTE burn rate might
temporarily exceed its FTE ceiling for the year, but this is not a problem if its phasing
plan is taking into consideration dips in the rate of FTE usage at other times in the
year. Of course, the directorate’s phasing plan must be put together taking into
consideration the burn rate of the Center. The directorate could not arbitrarily increase
its number of losses to enable it to have more gains. The Directorate also cannot plan
hires that would position it so that it would not be able manage within its FTE ceiling in
the following year. A goal would be to end the current fiscal year with an on-board
FTE equivalent that does not exceed the next year’s ceiling by more than a small
percentage at the Center level. This will enable organizations to hire in the first quarter
of the fiscal year.

If any hiring restrictions are in place, then re@glaent hiring must be adjusted to accommodate
them.

— Example —

A Center that normally has 195 losses per year and that now has a 1 hire for 3 losses
restriction could plan only 65 hires during the fiscal year.

Centers may want to revisit and perhaps rephagepia@ning in April, in advance of the
upcoming end of the fiscal year. If a Directorass many more losses planned and it does not
know of projected losses, then it would be a gaoe for it to work with workforce planners to
adjust its plan. If the Directorate has had losg®s/e the planned level, then hires can be added
back in.

If the Center is too close to its ceiling in Augusien approval for some hires may need to be
“pulled back,” meaning that the approval may have/ait for the next fiscal year, which begins
in October. In a normal year, the phasing plan gatitrol when hires come on board, but these
hires may be delayed due to ceiling constraintskfdarestrictions, or delays in the staffing

process.
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Time to fill durations in federal staffing and raitment processes often are difficult to predict.
The more closely workforce planners collaboratéwilman resources representatives, the
greater the likelihood that organizations will seed in implementing (and adjusting as needed)
their plans.

— Center Example —

Directorate FTP and OTFTP staffing plans initially are developed in the OHCM
workforce planning office. A workforce planner collaborates with the Directorate to
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make the plan more accurate (e.g., known projected losses are placed when they are
expected to occur, and hires are spread to meet Directorate requirements and to
ensure usage of FTE at a level that the ceiling can handle). The plans are on a shared
drive, and Directorates have access to their own plans. Each pay period, OHCM or the
Directorate updates the plans with actual losses and gains (with employee names) and
updates the FTE hours burned. The plan spreadsheet calculates the FTE that would
be burned by the end of the year (annualized). Directorates update their known and
suspected losses. The Directorate plans roll up to a Center plan that is maintained by
OHCM. Directorates at this Center maintain student staffing plans, which are not
tracked as closely as the other plans at the Center level.

Students work very varied schedules as they cycle between work at the Center and
full-time schooling. An average number of hours worked for Co-Ops and Stay in
Schools is used to determine the ceiling. This Center commits a pool of FTEs to
student hiring based on a fresh-out strategy designed to ensure the long-term viability
of student programs and an adequate supply of fresh-out hires in the future.

The process described above is a traditional apprisamanaging OWFP. Centers may also
apply predictive techniques to generate improvel férecasts. Center phasing plans, for
example, allow Centers to phase out FTE ceilingsiged by the Agency. In this way,
employee headcount adjusts to the ceilings provaked the course of the year.

In conducting trend analyses of current and histdrvorkforce data, some Centers review
workforce trends (e.g., attrition, accessions, i@tidement eligibility) and generate forecasts
(and regressions) or averages with these dataafi&lgses that produce retirement and attrition
projections allow Centers to better capitalize wailable data while improving their estimates of

FTE requirements, ultimately allowing Centers toduce better estimates for the PPBE process.

6.5.2 Workforce Deployment

The workforce deployment area of planning congistie planning, tracking, and managing of
employee assignments to funded work, and is atdigfiow from the PPBE process, as
illustrated in Figure 8.

Figure 8: Operational Workforce Planning and Budge  t Execution

Dec-Feb Feb-Jul Aug-Sept Oct +
Planning Programming Budgeting Execution

Budget Center
Strategic Workforce Planning
Programmatic Workforce Planning

Labor
fund
Utilization

Deployment FTE
Plan Controls

Operational Workforce Planning
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The final version of WIMS submitted at the endlwé budgeting cycle in early autumn includes
a sample deployment plan. Centers use WIMS to matbtidual people to funded work, based
on descriptions of work requirements captured @WAMS Program/Project Requirements
Library System (PRLS) module or similar Center-lobsgstems.

The preliminary deployment plans represent a sigribint for detailed deployment planning
that takes into account the following:

» Center and Directorate ceilings

» Estimates of losses and hiring requests (as indludstaffing plans)

» Timing of hires and losses (as included in staffptens)

» Availability of support service contractors

» Potential increases or decreases in existing work

» Work that may be won through competition

» Requirement to supply hands-on training for empdogevelopment purposes.

These deployment plans match employees to worldb@sé¢heir availability and skills, and
identify contingency plans for changes that couddus. Note that deployment planning expands
its focus to include the contractor workforce. Tégpanded focus is necessary because
contractors play a vital role in allowing Directtea to provide supplemental labor for projects.
Directorates increase or decrease contractor dgpagesponse to unanticipated changes.

Like staffing plans, deployment plans are monitaaad revised as necessary throughout the
year. For example, changes in work or actual loasdsyains in the number of employees
unforeseen by a Directorate, can alter who is assigo what work. In addition, budget analysts
associated with Programs and projects track utitineof contractor and civil service labor funds
and identify actual or projected underruns or avesr These issues are resolved in a variety of
ways, but can impact the amount of labor associattita project, thus affecting the
deployment plan.

Deployment planning is often performed by Directerar office staff, with input from

workforce planners. As a result, there are manfgidiht approaches to deployment planning.
Some Centers leave Directorates free to createdia deployment plans; other Centers
centralize the planning. Some Centers update deneiriadatabases such as WIMS; others do not
prescribe any one tool for this purpose. The wiaeability in the processes used by the Centers
and MDs made it impossible to include a descriptibane representative process in this
document.

6.5.3 Implementing Human Capital Changes

This area of planning is the least concrete arehliof the three areas of OWFP because
Directorate, human capital, and workforce planrsteff share responsibility for it. OWFP
serves an important purpose — turning outputs ofiRmmatic Workforce Planning into
actionable events and determining the following:
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» In what areas of the organization or workforce kecuts in response to declining
ceilings

» In what areas of the organization or workforces itnost important to make additions, in
response to increasing ceilings

» Position design for new hire positions
» Which hires are most critical, in the event thairg is limited further

» How to improve the skills of existing workforce tlugh on-the-job training, promotions,
and other mechanisms

» Whether to hire new staff into junior, mid, or s@rlevels, taking into account what is
needed to perform work and maintain bench stremmgtie future

» How to solve project performance issues using eaidr staff or other borrowed staff

This list is not comprehensive; rather, it liste tiipes of human capital changes that are needed
to achieve short-, medium-, and long-term goald. &llovorkforce issues flowing from the
programmatic phase are included in the operatiphase for any given year because some
actions do not need to start immediately. Therelaeever, a number of actions that may need
to begin even if the benefits of implementing them not immediate. For example, Centers may
make critical hires to develop new capabilitiepiaparation for work that begins one or two
years later.

These human capital changes are implemented usifilpg and deployment plans drafted by
workforce planning and Directorate staff, as welbgher human capital plans such as training
and succession planning.

6.6 ANALYSIS

Within the FTE ceiling allocated to a Center, OW&tReach Center considers the supply of
current and planned employees in terms of sevérdwtes. For example, Centers are
concerned with—

» Skills and competencies of employees
» Positions that they hold
» Whether or not the positions feed a pipeline teofiositions
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» Whether employees are on permanent or temporagirsppents

This section addresses five aspects of OWFP asaly@npetencies, student pipeline,
perm/term, position management, and human capaetfarce interventions. Some areas (e.g.,
competencies and pipelines) can become extrematplex; the examples in this section are
intended to be introductive and not exhaustivéneirttreatment.

6.6.1 Competencies

Centers must determine what skills and competemtitee individual employee level are
critical for performing ongoing work in support thfe Agency mission. The starting points for
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these determinations are Agency and Center-lekegegfic and mission planning. As part of
these planning processes, the Centers shapedlesras providers of capability supporting the
NASA mission. At the Center level these capabditiee commonly referred to esre
competenciesnot to be confused with the individual competes@f employees.

Centers typically have a clear understanding ottire competencies that they maintain and
sustain through their workforce. For example, as giathe FY09 Acquisition Strategy Meeting,
Dryden Flight Research Center (DFRC) identifieckiéy capabilities as Atmospheric Flight
Research & Test and Airborne Science Mission Oersit The Langley Research Center’'s
(LaRC) key capabilities at that time were Aerosces) Structures and Materials, Atmospheric
Characterization, and Systems Analysis. The kewludipes drive the kind of projects and
program work that the Center is assigned or wimshis way, the capabilities shape the demand
for workforce.

In OWFP, the Centers’ core competencies are tratslato key skills and competencies at the
individual employee level. The Center, to plandad perform its work, must understand several
aspects of the individual competencies and skibs$ are required, such as:

» Required civil service competencies and proficielesgls
» When competencies and proficiency levels will bepureed

» Number of core permanent civil servants requiresustain each competency, as well as
to meet new or unanticipated program requirements

» Succession plan needs for future leaders and ksi}iqTs
» Appropriate number and mix of permanent and terrpleyees.

Some of these minimum requirements for sustainntjax growing competencies or positions
will drive Center-level decisions about hiring pit@s. At a minimum, the Centers review their
own staffing plans to ensure that they have thelbstrength necessary to perform their work.
Information from the operational level about therent and projected supply of competencies
feeds the Strategic Workforce Planning level whé&8W’s critical competencies (originally set
forth in theNASA Workforce Plgrare updated.

6.6.2 Workforce Pipeline Programs (Civil Service St  udent)

Centers utilize many career pipelines within thearkforces. Civil service student programs are
the most visible pipeline at most centers. Certigrigally manage the FTE ceiling for student
programs that serve as pipeline positions sepgrateh other time-limited appointments.
Although intermittent leave without pay (LWOP) manake student FTE burn rates difficult to
project in any particular pay period, Centers @ketan annualized view, and allocate a specific
number of FTE outside of the ceiling and dedichesé to student programs.

The Student Career Experience Program (SCEP), whotides the Cooperative Education
Program, is the primary student program serving &srkforce feeder at most Centers. SCEP
permits students who complete on-the-job work-egldtaining and education requirements to
be converted non-competitively to full-time positsoin the competitive service.
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NASA also has other career post-degree progranasedgrimarily to college graduates.
Although such programs have fewer participants ®@&P, they also serve as feeders into the
NASA workforce by allowing non-competitive convarsito positions in the competitive
service:

» Federal Career Intern Program (FCIP)—NASA use$-@k to recruit and attract
exceptional individuals with undergraduate and geae degrees into a variety of entry-
level occupations at the GS-5, GS-7, and GS-9 sevdter successful completion of this
2-year development and training program, interng beaconverted to permanent NASA
positions.

» Presidential Management Fellows (PMF) Program—NASAs the PMF Program to
recruit and attract outstanding individuals at@%®-9 level with graduate degrees in a
variety of academic disciplines and career paths kdve a clear interest in the
management of public policies and programs. Aftecessful completion of this 2-year
development and training program, fellows are caegeto permanent NASA positions.

Centers must determine the scale of their participan pipeline student programs based on
their projected ability to hire the students thatdyate from them. There is some flexibility with
SCEP patrticipants because students may be hitedragmployees if the Center does not have
enough ceiling to hire them as permanent emplof@es may decline to convert them).
Planners, however, should note that PMFs must beected to permanent positions, whereas
the FCIPs can be either converted or not convétietlefore terminating NASA employmertt).

6.6.3 Perm-Term

When an organization decides to hire a

civil servant for a position, it must _
determine whether the type of The February 2008 SPG states: “Centers will
evolve toward achieving and maintaining a

appoinf[ment that will best meet mission| iium profile of 15% term/temporary
needs is permanent, term or temporaryj| workforce for S&E positions by 2013 (not

o . including students/co-ops). The purpose of this
» Permanent—The individual is Agency target, which is a strategic one, is to

hired to fill a "permanent increase the flexibility of NASA’s workforce to:
position," which is defined as a || = Dial up/increase in certain areas or skills
position filled by an employee (e.g., when there is a short-term need for

. . extra workforce)
whose appointment is not = Dial down/decrease in certain areas or skills

— Did You Know —
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designated as temporary and qo *S  (e.g., when program funding in a certain
not have a definite time limitatior discipline is expected to end or severely
of one year or less (5 Code of decline)

15 In addition to these government-wide civilian stoiderograms, several NASA-sponsored education progr
(e.g., NASA Undergraduate Student Research PrograhNASA Graduate Student Research Program) ssrve a
feeders into the workforce pipeline. They are muirassed here because there is currently no Fddera

authority to convert participants to career or ea@nditional positions in the competitive servitaerefore,
graduates of these programs can be consideredtippteembers of the external applicant pool (foERC FCIP

and PMF programs, as well as for competitive adpmémts (e.g., career-conditional and term) posted BAJOBS
website); they are not considered current workfdnet needs to be planned.
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Federal Regulations [CFR] 531.403).

» Term—The individual is hired for work that is not pemaat, but will last for more than
1 year and will not exceed six years (5 CFR 316.3R&asons for making a term
appointment may include project work, extraordinaorkload, scheduled abolishment
of a position, reorganization, uncertainty of f@dunding, and/or contracting out of the
function.

» Temporary—The individual is hired to fill a short-term pasit to meet an employment
need that is scheduled to be terminated withinak (with a possible extension of a
second year) for such reasons as abolishment,aaggion, or contracting of the
function, anticipated reduction in funding, compatof a specific project, or peak
workload; or to fill positions on a temporary basisen the positions are expected to be
needed for placement of permanent employees whéodvablierwise be displaced from
other parts of the organization (5 CFR 316.401).

Centers must determine what mix of appointmentdyperks best relative to the projected
duration of any planned or current work. Any anaslygould take into consideration permanent-
to-term ratio targets that might be imposed byAgency.

In 2007, the National Academy of Public Adminisivat® recommended that NASA consider
several criteria in making tradeoff decisions betwpermanent and term appointments for
employees. Following is a partial and summarydfdhese criteria:

» Flexibility—Does the work require employee stapilir is it limited-duration work?

» Function—Is the work a core competency, neededdate a long-term institutional
investment, internal capacity, or institutional kiedge, or does it involve strategic
decision-making?

» Recruitment Source—Does the work not have a foeddeend point and does the nature
of the work require primarily a current federal dayee, who is unlikely to accept a
limited-duration appointment?

» Resources—Is the position a long-term priority arelprojects stable for the required
skill area?

» Workload—Is the projected workload stable, or dibesquire only a temporary
workforce augmentation?

» Labor Market—Is the position or work location subhat the best candidates will go
elsewhere if a non-permanent position is offered?

Ratio of term-to-perm is the subject of increasimgrest at the Agency. The Center must
determine which work types, competencies, or pmsstishould be more and less term, so that
the Center as a whole reaches its target. This\plgns operational because it requires the
Center to look at specific jobs and work, althotigd planning is strategically informed.

16 Source:NASA: Balancing a Multisector Workforce to Achiavdealthy OrganizationNational Academy of Public
Administration, February 2007, pp. 154-157.
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6.6.4 Position Management

OWEFP analysis contributes to position managemeipirbyiding information needed to make
effective organizational design decisions. For examworkforce inputs to ensure that the
organization is appropriately structured to avoidess organizational layers (horizontal) and
redundant operations (vertical) include the follogi

e Statistics such as ratio of administrative jobg.(anission support) to workforce

» Distribution of administrative jobs by Center anddeographical location

* Trends in numbers and proportions of administrgtbs.

6.6.5

Human Capital Workforce Interventions

Workforce analysis informs decision-making in huncapital, and is often used to prepare a
rationale for desired workforce actions. The foliogvexcerpt from NPR 3010. $trategic
Workforce Management Process: Tools and Stratdgiésldress Project Workforce Transition
(Figure 9), shows Center-level actions in lightrafreasing or decreasing needs in key

positions/competencies.

Figure 9: Tools and Strategies Supporting Changes
If need for positions/competencies

to Position and Competency Requirements
If need for positions/competencies increases in

diminishes in certain areas

Buyout Authority and/or Early Retirement
Authority

» Maximum use to create placement
opportunities through attrition, or

» Targeted use to ameliorate competency
imbalances

specific areas

Buyout Authority and/or Early Retirement Authority

Targeted use to decrease FTEs in less critical
competencies to provide room for increased hires
in more critical competencies

Reassignments to funded vacancies within or
between Centers as appropriate

» Directed, as well as voluntary
» Incentivized (relocation bonus)

=  Telecommuting via administrative tools
or collaborate engineering environment
to another Center without a relocation

Reassignment of employees AFNW
» Directed, as well as voluntary
» Incentivized (relocation bonus)

= Telecommuting via administrative tools or
collaborate engineering environment to
another Center without a relocation

Controls on external hires and internal actions to
create placement opportunities

Strategic hiring, using appropriate incentives

Retraining for future programmatic requirements

Retraining in needed competencies

Career Transition Assistance to facilitate
attrition/placements

Career transition assistance to facilitate
attrition/placements

Seek legislation to provide new incentives to
encourage voluntary attrition and transfers

Seek legislation to provide new flexibilities,
authorities, and incentives to attract/retain a
capable and diverse workforce

When work transfers to contractor, structure
contracts to provide NASA employees with

Consider non—civil service alternatives to meet
requirements
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If need for positions/competencies If need for positions/competencies increases in

diminishes in certain areas specific areas
incentives to seek employment with contractor

Intergovernmental Personnel Act assignments to | Increase use of Intergovernmental Personnel Act
meet critical short-term needs in lieu of civil assignments to meet critical needs
service employment

RIF—Necessary only if all other strategies and
tools are inadequate to handle Agency unfunded
FTEs

6.7 REPORTS AND OUTPUTS

Figure 10 lists several typical Center reports shggport OWFP. This is not a comprehensive
list, but representations of reports that are comlyndeveloped to anticipate center specific field
and analysis.

Figure 10: Key Outputs to Center Human Capital Fun  ctions
Center Reporting
Functions
Staffing Phasing » Accounts for the projected losses in phases, hiring throughout fiscal
Plans year; determines when you bring hires in to match the cumulative burn
rate to the Center ceiling

Key Outputs

Producing Attrition » Identifies losses by attrition and includes average age and grade level of
Rate Reports General Schedule employees, sorted by various views including Center,
GS level, etc. The attrition calculation is made by dividing the onboard
headcount at beginning of fiscal year by the total number of persons
separating during the fiscal year due to retirement, transfer, death, or
other reasons.

» Identifies potential future attrition by projecting retirement rates. The
average retirement rate is calculated by dividing the total headcount
eligible to retire plus all those who became eligible to retire during that
fiscal year by the total actual retirements, and spreading that percent
over the planning horizon.

Developing and » Provides information to develop and maintain data sets used by

Maintaining Standard workforce planners at the Center level to track and maintain workforce

Data Sets status at various points in time. The Agency has provided Center with
several data sets such as WICN, the FPPS Datamarts and CMS to
qguery and use workforce data. WICN Cubes also generate their own
qualitative or quantitative reports, which can be used to track Center
health metrics, workforce snapshots, and other workforce trends. Each
Center is required to update the source systems for the WICN Data
Cubes (WIMS, CMS).

» Uses the Human Capital Information Environment (HCIE) Workforce
Services Portal to access information about the workforce through the
Personnel Data Warehouse (PDW), which pulls data from FPPS, ALDS,
WIMS, SATERN, and other systems into a single, centralized personnel
database.
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OHCM also produces the FAIR Act inventories, whatlow NASA managers to identify these
activities and consider the costs of performingéi@-house versus contracting for needed

services'’

6.8 PoOLICIES

OWEP policies provide guidance and guidelines emtlanaging of workforce mix, usage,
appointment types, and competencies. At the Agen®|, these policies include ceiling control,
hiring restrictions, perm-term target ratio, antical competencies identification (for
application of NASA workforce flexibilities). At thCenter level, these policies include the

following:

» Determine how to establish hiring phasing targetg.( whether the Center will manage
to an FTE target or to an onboard target)

» Create Center management processes (e.g., approcakses, Directorate ceilings) and
operational workforce requirements based on regoemostraints, analysis, and other
activities and data

» Target perm-term ratios (e.g., to particular workétypes)

» Manage and size student pipeline.
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17 See Appendix G for more information about the FAIR.
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7. Workforce Planning Systems, Data, and Reporting

7.1 INTRODUCTION

This section of the desk guide introduces the wardd planning systems, data sources, and
report-generating resources that the Agency ande@euse to store, retrieve, and analyze data
supporting workforce planning on an ongoing ba&gency and Center workforce planners can
access these systems at varying stages of the ProBE&ss either to facilitate future planning
activities or to analyze workforce data. Figuredepicts these workforce planning systems, the
data they provide, the relationships among thestsys, and the PPBE phases and levels of
workforce planning. Detailed descriptions of thasalytic resources are available in the Data
Dictionary of Workforce Planning Systems.

Figure 11: Systems and Data Resources Supporting Wo  rkforce Planning in PPBE Process

Planning Programming Budgeting Execution
I S S
Custom designed data collection and WICN
Strategic analysis tools + Workforce I_ « Trendin
Workforce mapping and analysis
| . * Information * Agency WF
Planning analysis projections
WIMS —— N2 — WICN
Programmatic + Maps staff » Tracks Ctr « Trending
Workforce Clits to projects AL FTE, WYE and analysis
) « Agency WF
Planning |_ » Competency I_ « Labor data p|%ject)ilons
gap review reporting
m_________________ BN
Operational WIMS CMS WICN
Workforce * Staff » Competency « Ceiling mgt.
. allocation gap review * Workforce
Planning tool for « Maintain Deployment
managers current info « Trending
. FPPS WebTADS
Supporting or Datamart
Feeder Systems * Feed fields e Time and * Senior
in WIMS attendance manager
« Trending, data feeding dashboard
outlook data ALDS for staff data

7.2 HUMAN CAPITAL INFORMATION ENVIRONMENT

The Human Capital Information Environment (HCIEpbles Agency-wide access to human
capital information from a variety of NASA workf@enanagement systems. HCIE includes the
Workforce Services Portal and centralized data m@use that when fully enabled, will connect
OHCM, the Integrated Enterprise Management Progeaut the NASA Shared Services Center
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for near-real-time delivery of comprehensive,
integrated workforce information from budget, fican
payroll, gnd security systems. .ThIS portal will b.iea S
communication and collaboration among a variety of| 5 .-\ HCIE, visit

programs and communities of practice, including https://hcie.nasa.gov
employees, managers/supervisors, program/project
managers, workforce planners, security, and humsource specialists. In addition, supervisors,
managers, and project leaders will be able tolhus¢iCIE as an authoritative data source for
personnel and payroll information, awards, recraititrand hiring, performance, training,
competency information, and workforce planning. B@lso will consolidate current human
capital applications, eliminate redundant systeand, integrate the remaining human capital
processes and systems, ultimately increasing daadoitity, eliminating repetitive data entry,

and increasing automation and employee self-service

— Links —

7.3 WORKFORCE INFORMATION CUBES FOR NASA (WICN)

NASA tracks civil service personnel closely andyudes updated information to Agency

management every 2 weeks through an on-line analyirocessing (OLAP) software called

Cognos PowerPlay which provides business analysiseporting solutions. Th&orkforce

Information Cubes for NASA (WICN) were

developed in Cognos PowerPlay to summarize — Links —

workfprcg data in multidimensional views and For more information about WF

combinations. The Cubes have two types of user || cypes or how to use the system,

access rights: 1) password-protected access famnait || click on the following links:

NASA users to detailed data; and, 2) no-password || *» http://wicn.nssc.nasa.gov/ to

access for public users to standard data. ThesesCuly ~ access WICN

contain information on workforce strength, » http://nasapeople.nasa.gov/Workf

competencies, history, demographics, and dynamicg  orce/data/WICNCurrent.htm for

extracted from various operational systems, esfpgcig| ~ Selected views of the current
workforce profile

from the personnel/payroll system and the labor

distribution system.

The Cubes provide the fundamental workforce datbdata drill-down capabilities that are vital
to Strategic, Programmatic, and Operational Woddd?lanning. Agency and Center managers
and planners all have access to current and hiatarorkforce composition and demographic
data available through the Cubes. They can use thegs to conduct forecasts and trend
analyses, evaluate workforce changes over timeeatrdct data points of interest for other
reports. Although the Cubes themselves do not m®data reports, the data contained within
the Cube views can be downloaded into MS Exceteate specific reports for analysis.

These Cubes are generated via the Workforce Intitmm&anagement System upload files
from various operational systems (e.g., FPPS and@L Currently, there are six Cube Types
and fourteen Cube Views available and publishednternal and public users to view. The
Cubes contain various dimensions of data, any aélwban be dragged and dropped to replace
the row or column to show multiple views by therus€hey can also click on a row or column
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label to drill down to a lower level of detail. dtire 12 is an example of a multi-view Cube
display reflecting the head count for all employgees, by diversity, and by gender.

Figure 12: WICN Workforce Profile Standard Cube Vie w

a workforce profile - Cognos PowerPlay Web Explorer - Microsoft Internet Explorer
File Edit View Favorites Tools Help

Qo - © - [x) &) (| P oo @] (3 2 -
Adress I{] hrw:..'.iv.'ncn.nssc.nasa.au‘»‘.!'\:ogr-os."cui-bin.l'ppdscg.e:-:e-‘BZ=1A.-1A.~\92-m?--'-.-'BASENU&\FCthnYeaEG\'Jr-ﬂ')'n5\.'_63kaGbN_'fseiB;lC°r¥!Z'fﬂbMu"EBmNK?W’E]E??MRS'-'-USJEI'F_'J ﬂ
Cognos PowerPlay Web Explorer workforce profile
- workforce profie |, MDC File Date: Monday, July 14, 2008
# _ AllEmployees | AlEmployees ¥  On Duty /ExtendedLeave » Time Period »  Centers &NSSC v Al Occupations v Al OPM Series v All Grade Lvis »
: j g:j‘;zlif“e 1 % Sup'vy &NonSup'vw AllDegrees~ AlAges~ AlYrsofFedSvc~ Al Diversity  Both Genders » Retrement EligibleNot
+ __:_l Centers & NSS{ MEASLIRES +
-] All Occupations
# (] Al OPM Series
#1-] All Grade Lvis CS Head Count ) ) ) ) ) ) . N -
5 (] Supvy &NonS as values White Black Hispanic Asian or Pacific Is. Nalive American Multiracial “M
i j z: 2::’” Full-Tiioe Permanent HMale 8,43 748 587 718 a0 2o 10671
% ] Al Yre of Fed S Female 3,831 1,143 326 278 54 25}  5,65;
¥ (7] Al Diversity Both Genders 12,324 1,892 923 997 134 58 16,328
%1 ] Both Genders Part-Time Permanent Male 10 0 0 0 0 o 10
4 (] Retrement Big Female 03 3 7 4 0 1§ 118
%] MEASURES Both Genders 113 3 7 4 0 1 128
Term intment Male 823 61 52 80 7 11§ 1,040
Female 95 68 3l 45 5 o 498
Both Genders 1,178 129 83 125 12 i1 1,538
Student Hale 74 24 2 17 1 1 246
Female 123 45 21 15 5§ 211
Both Genders 297 69 50 32 3 6 457
Other Non-Permanent HMale &3 4 & 1 1 o} B0
Female 18 3 1 2 0 of 24
Both Genders 86 7 7 3 1 0 104

The NASA Shared Services Center (NSSC) hosts thhe<to the public and internal NASA
users in the Workforce Planning Community on bebithe Office of Human Capital
Management (OHCM). As the host, NSSC is respoaddil software upgrades required to
maintain the system for producing accessible datze€ for all users.

7.4 \WORKFORCE INTEGRATED MANAGEMENT SYSTEM

NASA'’s Workforce Integrated Management System (W)NMShe Agency-wide application

and data source for workforce planning that provideingle repository for the Centers and
Agency to collect and manage the workforce datant€rs use WIMS to answer Agency
Snapshot data calls during the PPBE planning psoc@4MS is comprised of five modules that
are grouped into two types of workforce planningdoies for producing data for the PPBE
planning phase: 1) Project/Program RequirementsatytSystem (PRLS), Workforce Planning
System (WPS), and Complement Allocation Programieé®y{CAPS) modules used for planning
workforce full-time equivalents (FTEs); and 2) Aotated Workforce Actuals Reporting System
(AWARE) and Labor Pricing Module (LPM) used for ptang workforce monies and actual
spending. Figure 13 depicts the relationshipgéenh WIMS and the related operational
systems for workforce planning activities. The VBN ystem Administration Team at Langley
Research Center (LaRC) is responsible for the systeverall technical maintenance and
making updates on behalf of the Agency.
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Figure 13: NASA Workforce Integrated Management Sy  stem
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The Agency uses WIMS to allow Centers to managéadta for new work (AFNW) FTEs and
integrate core capability requirements into futwmrkforce needs. The WPS module is the main
component of WIMS and is a mandatory module tmdslito each WIMS module and interfaces
with the different operational systems to iden&flEs, projects, and workforce competencies
needed to develop strategies to meet Agency gddis.PRLS and CAPS modules are optional
modules within WIMS for workforce demand and conmpdat planning data respectively.

WIMS interaction with the operational systems akawcent data to be available to the Centers
for workforce planning updates and data analyBigure 14 lists the primary functions of the
operational systems that work with WIMS.

Figure 14: Functions of Operational Systems that Pr ovide Data to WIMS
Operational System Function

ALDS Provide charged labor information

CMS Provide information about employees’ competencies

FPPS Provide information on the NASA employees and organizations

MdM Provide inventory of approved NASA projects

N2 Provide information on budget and demand data on a yearly basis

Cognos (F;rovidg information on NASA'’s workforce demographics, competencies, history, and
ynamics
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Each WIMS module has standard reports as well adS\Graphical reports to support
workforce planning analytic activities. The WIMSdule standard reports primarily provides
data comparison between modules (e.g., CAPS vs.)\dP8ie Centers to review and analyze
workforce supply and demand discrepancies. Thel@eal Reports include the Dashboard and
Adhoc reports. The Dashboard graphical reportdeaviewed differently depending on the
data point selected on one of the four charts gdaired in Figure 15. Each chart displays
information for the particular data point selectdten scrolled over it. Also, there is drill
through capability to access additional data, igkislg on the graph data points. Finally, all
charts are linked and the actions in one graphbeilteflected in another graph.

Figure 15: WIMS Dashboard Reports

finall. Il 5.,

i - S " —— g

For the Ad Hoc report, there are selection criteptons available to produce results in the bar
chart. Unlike the Dashboard report with the cidelready built into the reported charts, the Ad
Hoc report in Figure 16 provides the flexibility generate the outcome results with similar
functionality. The selection criteria includes:

» Session - The description of the period of timeifslly including the date) and activity
for the report
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» Four Report Types: WPS Planning Data by Organinafiode, WPS Planning Data by
Project Code, Requested (PRLS) vs. Plans (WPSydsted (PRLS) vs. Plans (WPS)
vs. Actuals (AWARE)

» Fiscal Year (all years or combination of years)

» Org Code or Project WBS - Look-up by single cod¢éhersystem defaults to a Center
wide report

» WF Competency

Figure 16: WIMS Ad Hoc Report

Total FIE per FY

il

|_ Clown Window |

& e B e

A more detailed, descriptive explanation of theaddements for WIMS and its related
operational systems is available in tata Dictionary of Workforce Planning Systems

7.4.1 Programs/Project Requirements Library Module (PRLS)

The PRLS module provides a centralized managenigmbgect requirements for current and
projected civil service and contractor workforcendgad for planning the workforce supply in
WPS. Itis a single location and universal forfieatcapturing project-level technical, budget
and schedule requirements, similar to a statenfambik. PRLS is an optional selection within
the WIMS main menu with three sub-menus that ineliRfogram/Project Requirements Library
(PRLS, a sub-menu option with the same name asitiiile itself), Manual PRLS and Old
PRD Documents, and PRLS Reports. PRLS is theesloghtion within WIMS and universal
format for technical, budget, and schedule requareisifor all work to be performed at the
Centers.
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The Centers have the option to use PRLS to estatbles
demand in WIMS by determining the project — Did You Know —
requirements. The LaRC WIMS System Administration| The NASA work breakdown
Team uploads the WIMS project/WBS structure once a|| structure (WBS) presents a
week with the MdM Programmatic Formulation NASA || hierarchy of major tasks supporting
Structure Management (NSM) Report at the six digit £ EEfEEl (B SUIENG £

. organizing them into their
project level for the PRLS and WPS modules. THsy a || ¢orresponding subtasks. These
review the upload validation file for active an@dative tasks and subtasks may be used to
projects to flag for the Centers. Each Center outline a project schedule and
Administrator has access to use the WBS structige a | 2ssign responsibilities at a discrete
baseline to determine which projects are applicabtieir || 'SV8!: For example, project

g . . subdivision must be sufficiently
Center, to create lower level project hierarchtedp add || getailed to identify a given NASA

active project codes for planning demand. Flagged project (1), supporting which Mission
inactive projects remain in WIMS to allow the butige (2) and Theme(3), aligned to which
execution data to be available for reporting actual Program (4), identified with which

project (5) and which task, or pieces
of work (6), using the required

In PRLS, the Centers have the opportunity to upeltiter | Proiect codes.

part of the civil service and contractor workfodmEmand
requirements when adding a Program/Project Reqgem&rDocument (PRD). The PRD
document consists of seven sections: Main Inforomatservice Activities and Facilities, Key
Deliverables and Milestones, External AgreementsAquisition Strategies, Multi-year Plan
(08-14), Sub-PRD, Full Cost Summary and Submit P&1d, Sub-PRD. By adjusting or adding
PRDs the Centers initiate demand requirement dssmos and negotiation opportunities between
the Centers and Mission Directorates (MDs). Upamletion of the PRDs, Centers can
generate and download standard reports into Exoel the PRLS Reports sub-menu option.

spending in the ALDS and workforce planning reports

7.4.2 Workforce Planning System Module (WPS)

The WPS module enables NASA to ensure that workf@@lanned in detail (e.g., by name or
by competency) at the project level for all yearshie budget planning horizon. WPS is the
main component of WIMS where workforce supply datantered by the Centers to feed other
modules for calculations and to develop comparis@taeen modules for workforce analysis.
The WPS module consists of six sub-menus: Prograar ¥PY) Planning (08), Current Year
(CY) Planning (09), Budget Year (BY) Planning (1B), (08)/ CY (09) Planning, PPBE
Planning (11 through 14), and WPS Reports.

As the primary WIMS module for workforce planninyPS assists in aligning the appropriate
workforce competencies against the technical requents. Competencies are planned in WPS
by assessing workforce supply characteristics asdhe number, skills, availability, scalability,
and flexibility of the current workforce.

The WPS module is linked to the demand workforcBRLS and workforce competencies in
Competency Management System (CMS). The WPS meauléCMS are interfaced directly to
pull the primary competencies into WIMS. It alegeives daily personnel updates via the
Federal Personnel and Payroll System (FPPS) Deearttof Interior (DOI) Datamart which
includes changes in the NASA organizational stmecaind employee records. Centers perform
workforce planning in detail at the organizatiamdividual, competency, project, and FTE level
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in the program and current years in WPS to prodlueavorkforce supply results. For the out
years, workforce is planned at the competency dartelIEvel. When the workforce supply to
workforce demand is complete, the results serveragpurposes:

» To identify skill and competency gaps and availgbil
» To identify potential Center competency over/unders
» To manage workload staffing levels

» To assess the impact of cancelled programs andqtsdjo planned workforce and
competency mix

» To justify budget allocations so that organizatiand projects meet their objectives

7.4.3 Complement Allocation Planning System Module (CAPS)

The CAPS module is elective module within WIMS tlsatised to set and maintain
organizational FTE ceilings at the Center level balbw (i.e., the number of FTE that is
allocated to Center organizations). The compleroeiting is the number of full-time permanent
(FTP), part-time permanent, and term slots thairganization is allocated. The CAPS module
provides a means to set multi-year ceilings fohesngle and two-digit org code based on how
the Center authority decides to bring in the cormglets. CAPS is comprised of four sub-
menus: Maintain Org Complement, Update Org Code#@son, Maintain Org Complement in
WPS, and CAPS Reports.

The CAPS module offers the ability to change tlgaaization’s code description and add new
complement org codes within the module becausees ahot receive the personnel updates for
the organizational structure and employee recdnasigh FPPS.

The main value of CAPS is a comparison between ¢€llihg guidelines and actual FTP
assignments (over or under runs) which can be \dawéhe sub-menus “Maintain Org
Complement in WPS” or “CAPS Reports”. The “CAPSBrS” sub-menu reports the
differences between the ceiling and the plan in V@R&are downloadable to Excel.

7.4.4 Labor Pricing Module (LPM)

The goal of LPM is to create a “single entry pdortLBAS to obtain labor costs. This single
automated solution will provide a uniform laboradation solution available to other modules
requiring labor data. LPM combines FPPS salarg dath WPS FTE/WBS planning data to
identify the cost to project civil servant labodaior pricing labor plans by program/project or
by organization.

The LPM is the monetary component of WIMS captutimg labor cost associated with FTEs
which was developed for NASA Labor Budget Analy$8As). LPM is tightly coupled with
the WPS, the workforce planning module within WIMIS?M assists with:

» Identifying the Centers or the Agency labor costsHrogram Year (PY), Current Year
(CY) and Budget Year (BY),

» Identifying labor costs of a project or organizatio
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» Identifying labor budgets for projects

» Documenting planned benefits/awards/bonuses amditgact on future budgets

An example of labor pricing would be for over fogars, a given Center may need an increase
of ten FTEs to support a particular program. Is ttase, WIMS allows managers to perform a
cost build-up to project the cost of this FTE irage over time.

Center managers input employee data by trackiniy pi@ce of work undertaken on WBS codes
for the present year (at the six-digit project Igvilnen track how much time the employee will
likely spend on this work over a given WYE. Managendertake this level of planning for
three subsequent years. To plan for the out-yessagers identify staff by the specific
competency required for a piece of work over the feur years.

LPM is automating the labor pricing process acthssAgency with the intent to minimize the
use of numerous complex spreadsheets and prowdessstent calculation solution and
process. In addition, one of the values of LPNh&sability to perform “what if” scenarios with
the same assumptions, using the same dataset.

7.4.5 Automated Workforce Actuals Reporting System Module (AWARE)

The AWARE module is the link that integrates WIM&8hithe Agency Labor Distribution
System (ALDS). It allows Agency managers to corepotual against planned employee
utilization. In this way, the system can track biweirs charged that employees have entered
against each task, allowing managers to comparenhamy hours have been burned against the
hours planned thus far and to project how many rhotes are needed to complete each task.
The AWARE reports direct labor hours using raw tiamel attendance data from ALDS. The
AWARE’s main function is to:

» Provide details on Performing Organization, empéogameltitle, workforce
competency, WBS Code, and labor charges in a sieglart

» Provide project managers with information about whe charged against their project
WBS and compares those charges to what was planled WPS module

7.5 COMPETENCY MANAGEMENT SYSTEM (CMS)

The Competency Management System is an Agency-syiskem that represents the Agency’s
corporate knowledge base and helps managemenifydeuntrent and future competency needs
based on a compilation of Program and project ngellkS provides the capability for Centers to
plan employee development, hiring, or resourcdaeation to bridge skills gaps. Using CMS,
managers can identify positions and their assatiedenpetencies, search for competencies to
support their projects, and track the current caempey levels of their workforce.

CMS’s Workforce Competency Dictionargpresents the diversity of the NASA civil service
workforce capabilities. Thé&/orkforce Competency Dictionaiy a compilation of all
competencies required across NASA, organized inowkedge domains and subdivided into the
following simple hierarchy:

» Knowledge Domain
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» Competency Sub-Group
» Competency
» Sub-Competency.

The dictionary is designed to capture the full dteaof NASA'’s corporate knowledge as it
applies to the Agency’s strategies and goals.

CMS maintains both the competencies that are reddiar each position (regardless of the
incumbent) and the employee competency portfohias ¢an be analyzed in relation to jobs. To
ensure that CMS contains the most current compgiefmmation to support decision-making
processes, Centers update their CMS position canpiets annually before developing the
annual budget plan. Center managers are requiredild competency portfolios for positions
within their organizations, designating to thosenpetencies (with particular attention given to
the designation of a primary competency for eaebyired to carry out the functions of that
position, regardless of the incumbent.

An automated, nightly system interface processataster civil service employee competency
data from CMS to WIMS (WPS module) ensures emplayeepetency data is current in
WIMS. The interface process is completed via ate&sible Markup Language (XML) pull for
datasets based on tags. The CMS to WIMS interfaxtedes two datasets: 1) Dataset 20, the
Workforce Competency Definition (CMS Workforce Coetgncy Dictionary data elements);
and 2) Dataset 2, the Position Workforce Competéoamnpetencies per position). Another
dataset -- Dataset 1, Employee Workforce Competernsya list of competencies per employee
which includes data elements: UUPIC, ComplD, EmfiBiemcyLevel, ValidationMethod, and
ValidationDate. Dataset 1 is used only for CMSpmses to generate reports. It is also used for
locating expertise, presenting information to fumcal offices, identifying employee
development, and assisting in succession planniing Center administrators of WIMS have
access to set the Center Profile for CMS nightlgaips. The Centers use the current
competency information in WIMS to assign individeahployee level of effort to specific
projects or tasks.

Data is also transferred from WIMS to CMS in a mampload process via a flat file of the
Dataset 5 of competencies, by organization, bynarogproject, and by fiscal year. Dataset 5 is
a list of competencies and FTE required per projgat scenario. At the Agency level, CMS
connects these processes by identifying specifig@ee competencies in WIMS. Because
competencies are associated with employees, job
positions, and workforce requirements for NASA — Reference —
programs and projects, CMS enables the Agency tp The rating scale in CMS contains four
perform a detailed analysis of the gaps between ts'ers.’ LSl NI LS U LS

. ubject Matter Expert (Tier 4). For
current workforce capability and forecast demand. || f,rther information about the

. . competency rating system and how to
Figure 17 summarizes what CMS does and does notdetefmine S{er |evge| Br/efer 1o the
support: Workforce Competency Dictionary, at
http://ohcm.gsfc.nasa.gov/cms/CMS-
DOC-

01 Rev6a NASA CompetencyDiction

ary.doc
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Figure 17: Key CMS Support Functions

CMS Supports ‘ CMS Does Not Support
» Human Capital Management —Facilitates | » Job Selection —Not designed or used as an
identification of critical competencies Agency selection system
» Employee Development —Associates » Pay Setting —Not designed for job analyses and
training with competencies classification
» Expertise Locator —Eases the internal » Performance Evaluation —Not designed for
search for expertise and knowledge employee evaluations
» Knowledge Management —Creates » Task/Work Assignments —Not designed to
valuable communities of practice provide a supervisor with all task- or job-specific
» Communication —Provides consistent information
language and framework for Agency
reporting

7.6 AGENCY LABOR DISTRIBUTION SYSTEM

Agency Labor Distribution System (ALDS) is the gatized labor data and reporting system for
all Centers. This system ensures improved consigtand integrity of the data in support of full-
cost accounting and management decision-making.3\t&ptures labor cost data at the
employee level, posts labor cost, hours, and Fh#; standardizes FTE calculation. OHCM
uses ALDS to build the Distribution Cube (in WICdRing actual FTE burn rates for projects,
programs, and MDs.

ALDS pulls the data from WebTADS — NASA's Web-basiede and attendance system within
which NASA employeesecord worked hours against projects, manage oveitiours, and
process leave requests.

7.7 N2

N2 is the official budget system of record for thgency. As it is also the official source of all
demand data, N2 generated reports feed a varietystéms and analyses and receives input
from those same systems.

From a workforce perspective, the workforce dendattd in N2 reflects the FTEs and budget
dollars for the Agency project requirement needse Tenters and MDs use N2 to track FTEs,
contractor WYE, labor, travel, and procurement reerior workforce purposes on an annual
basis. This N2 data is subdivided by MD, thentlmme, program and project level for planning.
To provide other aspects of the N2 data, two neWl$i “Center Budget” and “Other Center
Budget” were added to accommodate situations wheender has the contract WYE budget
funding but they are at another Center to perfdrewtork. The “Center Budget” field
represents the actual Center budget dollars antDiier Center Budget” is for when another
Center has the budget dollars.

The workforce and resource requested data contaitbih N2 is critical to the PPBE process
and is central for validating workforce data inetkystems throughout the year. N2 information
facilitates negotiation between a Center and then&g and quantifies the workforce decisions
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that Centers and MDs make. More important, the datéained in N2 are the basis for reports
that form the OMB budget submission.

N2 data is populated iteratively over the coursthefannual PPBE programming and budget
activities. At different times, different groups.g., MDs, CAMs, Centers, CFO) are active in
the system; while each is active, other groupsatallowed to update the system. At the
beginning of the N2 update process, MDs enter wieat believe their workforce demand will
be by project. This data evolves based on sudgshas: negotiation with Centers regarding
how much workforce supply can be assigned to su@pproject, decisions made in the Strategic
Acquisition Process, distribution of work packagets, Nearing the completion of budget
planning activities and the IIA, Centers input wiorke data into N2 and submit these to MDs.
During the months that follow, the dialogue betw&esmters and MDs continues, which may
bring about changes to the final FTE and/or théadalllocations that Centers enter into the
system. After Centers and MDs agree on the fundimyFTE resources required for project
activities, Centers are “frozen out” of the N2 gystand the information passes to MDs. After
MDs make the final changes, the OCFO then uses s as the basis for the OMB budget
and report.

Data in N2 are also used as a baseline for WIM&rredtly, Centers manually update the FTE
demand by project and organization in WIMS PRLS ubedeferencing the N2 data for
workforce planning. They also complete the ceilifigEs in the WIMS CAPS module which is
driven by the demand data.

7.8 MDM

The Meta Data Manager (MdM) is a web-based apmpticahat contains the official NASA
Structure Management (NSM) data elements and adedatodes, and aligns the Agency’s
technical work breakdown structure (WBS) with thahcial coding structure. NSM is a single,
integrated programmatic and institutional data rgan@ent structure that supports the financial
cycle from budget formulation through budget exesut The NSM hierarchies are:

» Programmatic Hierarchy — Representing projects meady the Mission Directorates

» Institutional Hierarchy — Representing projectsemd/orking Capital, Institutional
Investments, Service Pools, and Corporate ManageameinOperations (CM&O)

MdM is located on the Integrated Enterprise Manag@nrogram’s (IEMP) portal and interface
with the budget formulation system (N2), core fio@ahsystem (SAP), and project management
system to feed the NSM codes that require codingtstre data. MdM identifies, creates,
tracks, organizes, and archives Appropriation, MissTheme, Program, Project, and WBS 2
through WBS 7 structural elements.

To update WIMS with the latest NSM WBS, LaRC mahudbwnloads the standard
Programmatic Formulation NSM Report with the appiaip year in Excel format once a week
to import into WIMS (for the PRLS and WPS modulggt same day. Through this import
process, WIMS creates the capability for Centerddo FTE against the NSM WBS for the
current year (CY), execution year (EY, CY+1), alRBE years at the project level.
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7.9 FEDERAL PERSONNEL AND PAYROLL SYSTEM DATAMART (SUPPORT & FEEDER SYSTEM)

FPPS is an online personnel and payroll system lmgednumber of federal agencies. FPPS
complies with system requirements and specificatmutlined by the Paperwork Reduction Act,
the President’s Council on Management ImprovemankEéderal Automated systems,
Government Accounting Office (GAO), Office of Mareagent and Budget (OMB), and the
Financial Systems Integration Office (FSIO).

Each Center is responsible for ensuring that tHeS-&ata on their employees are correct.
Managers across Centers submit requests for pegkacions (e.g., promotions, transfers, pay
adjustments) through FPPS. Human resource spésidden review, complete, and approve the
actions based on applicable federal laws and régnta Thus, FPPS is the primary source of
information on NASA'’s civil service workforce, whideeds many other automated NASA
systems. FPPS feeds workforce planning relatealtddtoth the Workforchtegrated
Management System and Workfotodormation Management System. The Workforce
Integrated Management System is the WIMS tool esgdian the demand, ceiling, supply, labor
costs, etc. The Workforce Information Managemeysté&n is a data repository of historical
personnel information used to update the CognosNA@Qbes for reporting data point results.

FPPS feeds data to both systems daily via an atéoim@ightly scheduled process through the
Department of Interior (DOI) Datamart. The DOI Baart generates a flat file to the LaRC
mainframe LPAR by 7am each morning for LaRC toiegtr and upload into WIMS. The
personnel actions processed through FPPS feednpeisdata fields in WIMS for status
snapshots as of the end of every pay period.

The DOI Datamart also generates another flat file di-weekly basis (each Thursday at 7am)
for the Agency Workforce Information Managementt8gsand places it on the SFTP Server
Transmission for NSSC to retrieve and upload ferMACN Cubes. The WICN Cubes make
reporting easy for users and produce output usefuborkforce analysis. Essentially the FPPS
Datamart provides current and historical informatom the workforce to assess historical trends
for use as a basis for forecasting retirementlzlity, employee accession and attrition,
supervisory ratios, and “fresh-out” hiring. Figur@ illustrates an overview of the FPPS and
WIMS interface process that includes data inputegation, upload and output.

September 2008 62

o
o
=
=Y
(=]
o~
(2]
(]
i
Y
3
=
=]
«Q
(%2}
<
(7]
(=g
(1]
=)
(7]




@ NASA Workforce Planning Desk Guide

Figure 18: FPPS and WIMS Systems

Interface
Data Input Data Generation Data Upload Data Output
Centers: FPPS Automated @ | Data Structure: Cube Views:
CErorzormoeiE Schedule: 2 -Flat file provides WIMS - LARG WIMS provides the
employes dats « Transfers dats to DO E WPS module with key - maost FaJrrEﬂt '..'.'::rI-.'f_:}n:l:—_
. . Nigtomart daily via an perscnnel data for L] planning data sessicn in
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weekly on Thursdays at @ provide Agency WIMS
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7.10 NASA ORGANIZATIONAL PROFILE SYSTEM

C

\ O o

The NASA Organizational Profile System (NOPS) pdaa Agency managers and supervisors
with information about NASA employees, as well agwvhe ability to compare NASA
organizations. NOPS is a web-based dashboard a than 100 data fields on the current and
past workforce; it produces concise weekly reporntshe diversity mix of an organization,
employee retirement eligibility, total organizatadrsalary costs, and organizational expenditure
on awards.

7.11 SPECIAL DATA COLLECTION AND ANALYSIS TOOLS

Agency managers, planners, and task teams arec#tien on to engage in strategic-level
workforce planning, for which customized or spazed tools are developed as needed.
Examples of these tools include the following:

» Strategic Workforce Management Model—SWMM serves as a workforce demand
modeling and decision-support application thatvedlananagers to frame demand against
a time frame out to 2020. SWMM allows managersoiasaer the size of the Agency
civil service workforce and to examine a numbewofkforce scenarios and their
corresponding sourcing requirements.

» Shuttle Mapping Worksheets—These worksheets facilitate the modeling and niigna
associated with subsets of workforce demand anplggpnnected to the transition from
the Shuttle to the new launch and exploration tetdgies. These worksheets address a
variety of workforce alignment issues using bothmfitative and qualitative techniques.

Customized tools are designed and developed to speetfic needs in support of the PPBE
planning and programming processes. If the tooleldped prove useful and have potential for
other applications, the return on these creativestments can be considerable.
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8. Summary

The purpose of workforce planning in NASA is toesssthe demand for and supply of the
workforce based on current and projected requirésnéor the purpose of ensuring mission
success. Workforce planning in NASA is differeminh traditional workforce planning due to
its unique planning requirements and the complexitif the work and workforce within the
Agency. One goal of workforce planning in NASAdsensure a balance between supply and
demand. Inthe Agency, demand is not fixed —dbisstantly evolving. Demand can also be
adjusted/changed — thus, both demand and suppbnaigzed and adjusted to determine what
can be done to bring them into balance. Anothat gbWFP in NASA is to sustain critical
capabilities — thinking not only about needs inshert term (e.g., what staff do | need for this
project), but capabilities that are needed longent(e.g., systems engineering) to ensure
workforce decisions made now don’t hurt the Center&gency later.

NASA has developed a workforce planning framewbgk includes three levels: strategic,
programmatic, and operational. This is due tocthraplexity of WFP in NASA, based on the
need for both short-term and long-term workforanping, the participation of multiple roles -
each with different needs and perspectives (egniels, Mission Directorates/Programs,
Agency), and a necessary mix of qualitative andhjtaive analysis.

The focus of strategic workforce planning is onltveger-term health of the Agency and
Centers — including the composition of work anaAizx of the workforce. Strategic workforce
planning is not grounded in “specifics” or detarsther planning around larger issues such as
Center roles and the size of a Center. Strategi&farce planning goes beyond the budget
horizon to assess how the Agency and Centers tdhesaselves up for success, ensuring
NASA is building the right in-house skills, maintaig critical capabilities, and maintaining
Centers of the right size. The next level of worke planning, Programmatic, is tied to the
PPBE process and drills down into the specific$ofv” to solve identified workforce
misalignments (i.e., gaps/surpluses) within bu@dget ceiling constraints. Lastly, Operational
workforce planning is focused on concrete actiensiplement the decisions made in
Programmatic workforce planning to deploy the worké to perform the work of the
organization. This includes using human capitiibas (e.g., sourcing, recruiting, training) to
address identified misalignments.

The outputs of workforce planning include stratggans, workforce snapshots tied to the
PPBE, hiring plans, and workforce reports. Thagpws of workforce planning help NASA to
identify the capability and capacity to perform therk of the Agency in the short and long
term, identify areas of risk for workforce misaligants (gaps, surpluses), and outline
management actions necessary to address misaligghmaforkforce planning is, and will
continue to be, a important part of NASA plannia@etter understand how well the workforce
and work are aligned to accomplish the missionsdrategic goals of the Agency.
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Appendix A—OPM Workforce Planning Model

The U.S. Office of Personnel Management (OPM) lea=lbped a five-step model for federal
agencies to fulfill basic workforce planning respitilities on an annual basis (see Figure A-1).

Step 1: Set Strategic Directior— _ )
Figure A-1: OPM Workforce Planning Model

Involves linking the workforce e —
planning process with the SR niE
Agency’s strategic plan, annual

performance/business plan, and
work activities required to carry

out the goals and objectives of R
the strategic plan (long-term) and Action Plan
performance plan (short-term).

Step 1! Set Strategic
Direction

Vv xipuaddy

[ WORKFORCE
4 PLA""I"G ;’;2/’,' Step 2: Analyze Workforce,
o

Identify Skill Gaps,
and Conduct Woerkforce
Analysis

Step 2: Analyze Workforce, ' \:'-”m_k_ g 0
Identify Skill Gaps, and 3
Conduct Workforce Analysis— T —
Involves the following:

» Determine what the current workforce resourcestare, they will evolve over time
through turnover, and so on

» Develop specifications for the kinds, numbers, lmedtion of workers and managers
needed to accomplish the Agency’s strategic remergs

» Determine what gaps exist between the current amjdgqied workforce needs.

Step 3: Develop Action Plar—Involves identifying and developing strategieslmse gaps,
plans to implement the strategies, and measurasstss strategic progress. Such strategies
could include recruiting, training/retraining, nestturing organizations, contracting out,
succession planning, technological enhancementspiédu@r activities.

Step 4: Implement Action Plar—Involves ensuring human and fiscal resourcesrapdaice,
roles are understood, and the necessary communcatarketing, and coordination are
occurring to execute the plan and achieve theegfi@bbjectives.

Step 5: Monitor, Evaluate, and Revise-Involves monitoring progress against milestones,
assessing for continuous improvement purposesadjudting the plan to make course
corrections and to address new workforce issues.
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Appendix B—Related Planning Activities

Workforce planning intersects many other Agencyipiag activities. Many functions that are
critical to NASA’s workforce management capabibt@e managed centrally, but are not
formally part of workforce planning at NASA. Thdlfawing presents several of these planning
functions and explains how each is independeriuifrelated to, workforce planning activities.

NASA Workforce Planning Desk Guide

Planning Functions Related to Workforce Planning

HR Function Definition Intersection with Workforce Planning
Position Systematic approach that converts Human resources staff who work with
Management the organization’s mission into major | position management focus on classification

tasks, organizational elements,
subtasks and sub-elements, and the
duties of individual positions to
achieve a balance between mission
needs, budgets, and employee
incentives. Position management
serves to restructure existing
positions or to create new positions
based on the assignment of new
functions to an individual position or
to the unit as a whole.

and preparation of position descriptions, but
the ceilings, mission planning, and
workforce needs assessments that are part
of the workforce planning process help to
inform the functional requirements for which
position management is undertaken at
NASA.

Recruitment

Process of finding external
candidates to meet current and
future mission needs. Recruiting
considers three time horizons—(1)
immediate workforce needs given the
expected work over the upcoming
year; (2) upcoming one- to five-year
work requirements with focus on the
talent pipeline; and (3) long-term
workforce requirements, focusing on
education needs of the future NASA
workforce—and works to influence
this pipeline.

NASA recruiting efforts are driven by
understanding the gap between current and
future workforce requirements and current
and future workforce supply; that is, what
skills are needed and what skills must be
recruited going forward. Workforce planning
processes inform this gap assessment at a
macro-level, while human resource
planners at the Center level must continue
to make micro-level mission-support
decisions that are also constrained by FTE
ceilings and budgets.

Retention and
Separation

Management of incentives and
programs providing valued NASA
employees with opportunity to
develop and advance their careers
with the organization in meaningful
ways, as well as separating from the
organization when and if necessary.
Human resources professionals also
manage Voluntary Separation
Incentive Programs (VSIP) and
Voluntary Early Retirement Authority
(VERA) during the designated
window periods.

Workforce planning processes serve to
identify the capabilities in highest demand
as well as those that present diminishing
value to the organization. Such data provide
a basis for retention and separation actions
for human resources professionals.
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Planning Functions Related to Workforce Planning

HR Function Definition Intersection with Workforce Planning
Succession Centers create development Succession planning efforts vary across
Planning programs to build talent in pipeline Centers, but workforce planning analyses

areas. Centers provide career provide Centers with the information about
models for certain positions, which critical skill requirements and mission
help individuals better understand planning that they need to undertake
the skills and experience they will succession planning in various forms.
need to advance.
Strategic Strategic acquisition process is Focuses on workforce planning concerns,
Acquisition undertaken to determine the such as make/buy decisions considered in

distribution of work between civil
servants, support services
contractors, and prime contractors in
accordance with the Strategic
Planning Guidance. The acquisition
process strives to ensure that MDs
and key sponsors of institutional
buys vet strategic decisions against
Agency priorities overall when
evaluating upcoming procurements.

the course of planning and supporting the
FAIR Act, as well as planning concerning
the need to cover staff who are available for
new work (AFNW). Outputs of the workforce
planning process drive workforce mix
considerations as well as the number of
AFNW, when AFNW employees are
“covered by work that might have been
contracted out.”
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Appendix C—Annual PPBE Phases and Steps

NASA Workforce Planning Desk Guide

Figure C-1: Annual PPBE Phases and Steps

ANNUAL PPBE PHASES AND STEPS
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1. Planning Phase

The Planning Phase determines the priorities ferAlgency and is set forth in ti&rategic
Planning Guidancelocument (SPG). The SPG provides all of the relestategic guidance for
developing a programmatic and financial proposaltlie Budget Year plus four out-years (e.g.,
FYO08 through FY12). This includes high-level resmucontrol totals and total direct full-time
equivalent (FTE) by Center, which are consolidated the SPG.

2. Programming Phase
The Programming Phase encompasses the definitidnaaalysis of programs and projects,
together with their multiyear resource implications

During the Institutional Infrastructure and Analgg#AA), Centers and Mission Support Offices
(MSO) identify what can be accomplished and thepetpthat can be provided to the technical
and institutional programs/projects within the fingllevels received based on their evaluation
of the Program Analysis and Alignment (PAA) repfumding and FTE changes. Centers and
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MSOs also identify any surplus or deficit capal@tand capacities, and identify the potential
impact of funding reductions and/ or any need tording increases. The focus of this step is on
FTE levels/workforce, service pool availability,opurement capability, and other institutional

issues.

The Program Decision Memorandum is the final stephe Programming Phase and includes
adjusted control totals for dollar amounts and idiess control totals for FTE.

3. Budgeting Phase

The Budgeting Phase includes formulation and jestibn of the budget to OMB and Congress.
During this phase, the OMB budget, the Presiddmidget, and appropriations are refined and
prepared. Within the Agency, the main step in thedting Phase is to create the programmatic
and institutional guidance that will feed into th&ormation provided to OMB and will
ultimately lead to FTE ceiling decisions during thessback.

4. Execution Phase

The Execution Phase is the process by which fimhmesources are made available to Agency
components and managed to achieve the purposeskgectives for which the budget was
approved. Policy for the Execution Phase is pravide Financial Management Regulation
(FMR) Volume 5, Budget Execution.

Each phase of the PPBE process is critical to reeananagement, planning, and cost allocation
functions. Human capital management concerns aneateo this process and an understanding
of the requirements of the PPBE process will hdgnmpers make better and timely decisions
about their available resources as well as thearitial constraints.
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Appendix D—Workforce Planning Governance

There are three councils that serve as the priméeynal decision-making and oversight bodies
governing the work of the Agency: Strategic ManagetrCouncil (SMC), Program
Management Council (PMC), and Operations Manage@eunncil (OMC).

Council | Purpose
Strategic The SMC serves as the Agency’s senior decision-making body for strategic
Management direction and planning. The SMC determines NASA strategic direction and
Council (SMC) assesses Agency progress at the mission level.
Program The PMC serves as the Agency’s senior decision-making body for baselining and
Management assessing program/project performance and ensuring successful achievement of
Council (PMC) NASA strategic goals and objectives.
Operations The OMC serves as NASA'’s senior decision-making body for institutional plans and
Management implementation strategies. The OMC determines and assesses mission support

Council (OMC) requirements to enable successful accomplishment of the Agency’s new exploration
projects and mission.

Responsibilities Specific to Workforce Planning

Each Council to some extent—

» Serves as senior leadership forum for making decisions on institutional issues
Approves major new mission support initiatives, plans, and requirements
Oversees and approves institutional risk plans and mitigation strategies
Reviews progress on institutional initiatives, plans, and programs

Establishes institutional priorities and approves guidance for the formulation of corporate and
institutional budgets

» Oversees Agency internal control, identifies deficiencies, reviews corrective action plans, and
evaluates progress against the plans

» Provides prior review and concurrence on selected institutional issues with strategic implications
before going forward to the SMC to be briefed or for approval

» Identifies and reviews the status of Agency material weaknesses

» Ensures that NASA is meeting the commitments specified in the relevant management documents
and agreements for program/project performance and mission assurance

v Vv v v

a xipuaddy

In addition to the SMC, PMC, and OMC, an Agency-eforkforce Planning Governance
Structure was established in January 2007 to kmeéffort to strengthen the Agency’s
workforce planning capability. Consistent with teals and objectives of the Mission Support
Plan, over the next few years, the Governance Grollifocus energy and attention on the
following:

» Increasing the level of integration and collabanatacross workforce planning functions
» Improving the quality of information used to malexitions
» Balancing short- and long-term planning needs.

The three main components of the governance stejas depicted in the figure below, include
(1) Agency Governance Group, (2) Workforce Planfieghnical Team, and (3) other technical
teams as needed.
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1. Agency Governance GroupThe Agency Governance Group (with HQ representdtiom
institutions and management, the Office of Progeauth Institutional Integration, and Program
Analysis and Evaluation) evaluates
proposed solutions to workforce
issues and misalignments based ofi

Figure D-1: Components of Governance Structure

information and recommendations SVEeE |
from Centers and the supporting .Agency Governance Group* e )
technical teams that are part of the e | opil ! sgEa |

Governance Structure. This group
surfaces recommendations to

appropriate decision-making bodies,
such as the SMC or OMC.

Workforce Planning Standing Technical Team

2. Workforce Planning Technical
Team. A “standing” Workforce

Planning Technical Team with
representatives from the Centers, Agency, MD and Center Team Membership :
MDS, Safety & MiSSion Assurance, - s s e e ;

. . . * OHCM to take lead role in design, development, implementation and functioning of
Ofﬁce Of the Ch|ef Engn’]eer’ and governance and operational teams

** PA&E serves in an advisory capacity

elements of the Governance Grou
constitutes a permanent working team that supploet§Sovernance Group. Center human
capital directors are members of this team as Whk. team’s primary responsibilities are to
design and develop workforce planning guidancepidies, to synthesize Center analyses of
workforce capability to identify workforce risksahrequire Agency-level attention, and to
develop recommendations for solutions. In addittbe,team integrates efforts of existing ad hoc
teams to ensure that a Center’s workforce planoamgributions are well coordinated.

3. Technical TeamsThe issue-based, ad hoc technical teams will lakshed to focus on
specific issues of such criticality that dedicagéidrt is needed until the issues are resolved. An
example is the Available for New Work (AFNW) Teathd follow-on to the Uncovered
Capacity Review Team) convened to address potaurttiaation issues in FY09. Technical team
implementation of workforce planning guidance antigees help develop and implement Center
workforce planning capabilities and champion cditetof sound data in support of the PPBE
and other Agency-wide workforce activities undegtaky the team. The teams are hubs for
workforce planning information collection, distrifoan, and reporting across NASA, and consist
of Center administrators, managers, and senior huwagital professionals as well as
representatives from MDs.
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Appendix E—Detailed Roles and Responsibilities

Centers

Centers play a vital role in workforce planning,igéhincludes planning for their future
workforce needs, establishing base civil servitakia and development efforts, and making
workforce component balance decisions on strategikforce requirements. Centers manage
available for new work (AFNW) employees and intégreore capability requirements into
future workforce needs. Concerning workforce plagniCenters are the units most familiar with
the “on-the-ground” workforce needs, issues, arailstn-making. NASA Centers are shown
below.

Ames Research Center

Dryden Flight Research Center

Glenn Research Center at Lewis Field
Goddard Space Flight Center

NASA Headquarters

Johnson Space Center

Kennedy Space Center

Langley Research Center

Marshall Space Flight Center

Stennis Space Center

v VvV Vv VvV VvV VvV VvV VvV Vv v

Center Responsibilities Specific to Workforce Plann ing

» Provide current information to Agency/MDs/Programs about the health of Center capabilities (both
those “assigned” to Centers by the Agency/MDs/Programs and others) to clarify what work they
would benefit from being assigned, they could perform, or they need to keep their capabilities
healthy (thereby making a clear connection between capabilities and work).

» Given inputs, define the work with which their capabilities align (i.e., all of the work a Center could
potentially be assigned or win over a planning horizon) and identify the most viable sets of work
(which will be a range of work) based on interactions with Agency/MDs/Programs.

» Conduct a comprehensive set of workforce planning analyses.

» Define a strategy for the use of internal versus external workforce roles and optimal internal
workforce (i.e., size, composition, structure), identify a set of management actions needed to
mitigate the risk of long-term misalignments, shape supply against strategy, resolve or avoid
misalignments, ensure the health of capabilities with regard to the strategic workforce plan, and
identify relevant actions to be taken in next 1-2 years.

» Surface to the Agency/Programs current or anticipated misalignments that cannot be resolved
within the Center or solutions that require Agency approval, assistance, or attention (e.g., need
more work, more funding, or approval for reduction in force).

» Provide feedback on policies and practices/reality check, and on unintended consequences of
existing Agency policies.

Office of Human Capital Management

In close collaboration with Center-level administira and planners, the NASA Office of Human
Capital Management (OHCM) provides day-to-day supjmoCenters and to MDs about process
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phases, metrics tracking, Center-level planningtpres and methods (realized or proposed), and
workforce data and information management.

Office ‘ Mission
Office of Human | This Headquarters Functional Office is responsible for developing and aligning
Capital NASA workforce strategies, programs, policies, and processes with the Agency’s
Management mission, strategic goals, and desired performance outcomes. OHCM establishes
(OHCM) Agency-wide workforce management policies; defines strategies and architectures;

defines program objectives and top-level requirements; ensures statutory and
regulatory compliance; ensures consistency across the Agency, as appropriate;
and monitors program performance. OHCM represents the Agency'’s interests in
intergovernmental and other groups established to address workforce issues.

OHCM Responsibilities Specific to Workforce Plannin g

» Conduct analyses on workload and workforce data at the Center level, aiding in Center-level
decision support concerning options for mitigating risk or managing change when necessary.

» Ensure Centers are able to conduct full range of workforce planning analyses.

» Collaborate with Agency Governance Group to establish infrastructure for problem-solving and
decision-making, particularly between Programs and Centers.

» Conduct periodic risk assessments based on Center reports and analyses.

» Set and communicate workforce policies or guidance that must come from the Agency; adapt
policies and guidance based on feedback.

» Provide approval for actions recommended by Centers as part of the yearly planning and reporting
cycle that are of consequence at the Agency level (e.g., reductions in force.

In addition to internal support tasks, OHCM alssp@nds to workforce information requests that
come to the Agency throughout the year from Corggréevernment Accountability Office
(GAOQ), Office of Personnel Management (OPM), arteoexternal bodies. Examples of
inquiries from oversight bodies to which NASA ispensible include the following:

» What are NASA's critical competency needs for tieife? (GAO)

» What is NASA doing about competencies identifiedssociated with return to flight
(RTF) to ensure they are available? (Inspector Geifi&])

3 xipuaddy

» What will NASA do to retain core competencies ipaaticular area at any given Center
during periods when there is insufficient projaatding to cover the workforce and
facility costs? (Congress)

» What are the skills imbalances, by occupation agdtlon? (National Academy of Public
Administration? [NAPA])

» What evidence does NASA have that buyouts will posdthe desired effect of
transforming the workforce? (Congress)

» How many NASA civil service positions were elimiadtas a result of transferring
functions to contractors? (Congress)

NASA's credibility as an agency relies on its alilio answer these workforce-related questions
coherently, succinctly, and with verifiable supjpogtdata. In addition, in the case of
congressional requests, NASA'’s capacity to anshesd questions adequately demonstrates
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NASA's ability to manage its workforce, and themeftnas significant implications for
appropriations. To that end, OHCM also works wi#n€rs to improve the Agency’s workforce
data transfer capabilities, which also improves WASesponsiveness to external data requests.

Office of the Chief Financial Officer (OCFO)

The Office of the Chief Financial Officer (OCFO)darimary responsibility for the budgeting
and execution phases of the PPBE process. At #recgidevel this includes preparing budgeting
and forecasting requirements, making tradeoffsiwiéppropriations to fit forecast work within
congressional billets, and ensuring accuracy ajfl@bsting budget to Congress. The OCFO also
tracks actuals and changes at the Agency levelntitiampact Centers, ensuring that budget
dollars align with program requirements.

Mission
Office of the This Mission Support Office provides professional leadership for the planning,
Chief Financial analysis, justification, control, and reporting of all Agency fiscal resources.

Officer (OCFO)
OCFO Responsibilities Specific to Workforce Plannin g

» Oversee all financial management activities relating to the programs and operations of the Agency,
including workforce concerns.

» Develop and maintain an integrated Agency planning, programming, budgeting, performance,
reporting, accounting, and financial management system, including financial reporting and financial
management internal controls.

» Lead the budgeting and execution phases of the planning, programming, budgeting, and execution
process, including reviewing and validating Agency financial resource requirements and requests.

» Monitor financial execution of the Agency budget in relation to actual expenditures, monitor quality
and performance of ongoing financial activities, and analyze ongoing financial activities to
proactively identify potential performance problems.

» Lead development of an integrated set of goals, objectives, and metrics for the assigned Integrated
Product Team (IPT) area (i.e., workforce, infrastructure, finance, management systems, or
stakeholder commitment) and document this in annual white paper to be attached to the Mission
Support Implementation Plan.

» In concurrence with Center directors, determine the appropriate staffing complement for Center
financial organizations.

Program Analysis and Evaluation (PA&E)

Program Analysis and Evaluation (PA&E) has primasponsibility for the PPBE planning and
programming phases. PA&E has the responsibiliipdependently assess program
performance, make programmatic and institutionedmemendations, perform cost analysis, and
conduct strategic planning activities. PA&E ensuhes all aspects of a major decision are
considered and obtains pertinent information rexglio help the administrator make well-
informed, timely decisions. PA&E has no budget atitl or line responsibility for any Agency
programs. Instead, PA&E provides data into the @getelping with evaluating health and risks.

Mission
Program The PA&E is a staff office that serves as an independent assessment organization
Analysis and that provides objective, transparent, and multidisciplinary analysis of programs to
Evaluation inform strategic decision-making.
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Office ‘ Mission
(PA&E)
PA&E Responsibilities Specific to Workforce Plannin g

» Integrate NASA’s mission, strategic plan, budget, and performance plan to ensure alignment with
the new exploration projects, NASA'’s strategic goals, Agency programs, and institutional
requirements.

» Develop alternatives to resource planning and programming recommended by the Mission
Directorates and the Office of Institutions and Management (OlI&M), as required, and capture and
publish all program and policy decisions rendered by the Agency’s leadership during program and
budget deliberations.

» Continually assess NASA's readiness to fulfill its strategic commitments through multiple indicators
and mechanisms, including workforce plans and forecasts.

PA&E serves in an advisory capacity in the NASA Worce Planning Governance Group, and
has significant involvement in the Workforce Plamgnirechnical Team and other technical
teams, such as the AFNW Technical Team.

Some of the studies that PA&E leads are directbted to workforce planning. For example, the
Systems Engineering and Institutional Transitioeam (SEITT) carried out the following
activities in 2005-2006:

» PA&E led the SEITT, which studied NASA'’s long-tedirection, with a specific focus
on human capital and workforce, organization andagament, support requirements
and contracts, and infrastructure. In the workfaea, the SEITT study addressed the
longer-term skills that NASA will need for spaceptration and other parts of NASA's
mission. The study discerned trends in demandskitis based on the assumption that
the evolution of programs in areas such as expiorand aeronautics might dramatically
alter the types of skills NASA needs, as well asribmber and distribution of
individuals with those skills. SEITT developed aeguisheet that listed 110 “workforce
competencies” currently in the NASA workforce aredided in the Agency’s
Competency Management System (CMS). SEITT then egbthkrough the Headquarters
MDs to characterize the relevance of each compgtand selected a time designator
(i.e., 2005-2011, 2012-2018, beyond 2018) for wthercompetency might be needed or
trends that might indicate when it would be needed.

Starting in 2007, PA&E began developing the NASAatigic Workforce Management Model
(SWMM), an “FTE demand” model to be used in workfoplanning activities. SWMM will be
used to define NASA’s work portfolio as a functiohtime and to capture the workers’
competencies (type and number) that are neededfilbthe government roles. SWMM will
enable analysis of “what-if” scenarios on workfosize and skill sets, as well as project-
workforce analyses.
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Office of Program and Institutional Integration (OP 1)}

The Office of Program and Institutional Integrati@pIl) provides input to PA&E concerning
programming phase reports templates and reviewp@wides comments on the dr&frategic
Planning Guidancg¢SPG).
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Office of
Program and
Institutional
Integration
(OPIN)

Mission

OPIl is a staff office that provides an infrastructure for problem-solving and
decision-making, particularly between Programs and Centers, facilitating
programmatic process and providing oversight to ensure that systems are
functioning effectively.

OPII Responsibilities Specific to Workforce Plannin g

» Manage integration of the workforce planning process, ensure workforce aligns with Center health
requirements and Agency strategy, and serve as the point of contact to senior management.

» Ensure Centers are able to conduct full range of workforce planning analyses.

» Apply Agency resources (e.g., funding) or influence (e.g., distribution of work) to resolve serious
anticipated misalignments that cannot be resolved by Centers or Programs alone.

» Set and communicate Agency workforce policies or guidance and adapt policies and guidance
based on feedback (e.g., unintended negative consequences).

PA&E serves as a member of the NASA Workforce Alami@Governance Group and has

significant involvement in the Workforce Planningchnical Team and other technical teams,
such as the AFNW Technical Team.

Mission Directorates (MD) and Programs

Mission Directorates (MD), given a variety of inpuincluding inputs from Centers regarding
their capabilities, must determine work and fundingjributions to consider what roles/work

will be outsourced, what work will remain in-househat work will be assigned, and what work
is competed (as far in advance as possible to dllemters to plan). MDs must function in a
complementary fashion at the most senior levelSAFA management because the multiple
programs and mission of the organization requiaeéeship bodies to provide centralized
guidance and oversight. The oversight bodies lise#dw serve as the decision-making and
performance oversight organizations necessarydorerthat program and project activities align
with mission requirements and plans.

Office ‘ Mission
Exploration ESMD is responsible for creating a suite of new capabilities, called Constellation
Systems Systems, to enable human exploration. Constellation Systems include a crew
Mission exploration vehicle, transportation systems, lunar and planetary body exploration
Directorate systems, in-space support systems, and ground-based support systems.
(ESMD)
Space SOMD is responsible for NASA space operations related to exploration in and
Operations beyond low-Earth orbit, with emphasis on human activities in space, as well as for
Mission management of NASA space operations related to launch services, space
Directorate transportation, space communications and navigation, and rocket propulsion
(SOMD) testing in support of human and robotic exploration requirements.
Science Mission | SMD carries out the scientific exploration of Earth and space to expand the
Directorate frontiers of Earth science, heliophysics, planetary science, and astrophysics, and
(SMD) manages a variety of robotic observatory and explorer craft through sponsored

research.

Aeronautics ARMD conducts research and technology activities to develop the knowledge,
Research tools, and technologies to support development of future air and space vehicles
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Mission

Directorate and to support the transformation of the U.S. air transportation system.
(ARMD)

MD Responsibilities Specific to Workforce Planning

Each Mission Directorate, to some extent, has responsibility for the following:

»

Manage the integration of the workforce planning process, ensure workforce is aligned with Center
health requirements and Agency strategy, and serve as the point of contact to senior management.
Ensure Centers are able to conduct full range of workforce planning analyses to support their
corresponding programs.

Apply Agency resources (e.g., funding) or influence (e.qg., distribution of work) to resolve serious
anticipated misalignments that cannot be resolved by Centers or Programs alone.

Set and communicate workforce policies or guidance that must come from the Agency (requires
that level of authority or must be applied consistently across the Agency) and adapt policies and
guidance based on feedback (e.g., unintended negative consequences).

Develop a MD implementation plan designed to execute the strategic goals/objectives outlined in
the NASA Strategic Plan, including focusing on needed workforce capabilities.

Oversee formulation and definition of programmatic requirements, objectives, and performance
goals.
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Appendix F—FTE Tracking and Phasing: a Spreadsheet
Example

Tracking and phasing full-time permanent (FTP) esypés can begin with a simple spreadsheet.
Figure F-1 is an example of such a spreadsheadepidts how a phasing plan for bringing
employees into an organization is set up, howtfoie equivalents (FTE) are tracked on an
ongoing basis, and how updating actuals drivesiéeel to adjust the phasing pf&mhe
spreadsheet defines each of the columns and assbtieds.

Figure F-1: Example FTE Tracking and Phasing Sprea  dsheet

as of 10/26/2006 I [ [ I I I [ I I I I [ I
DIRECTORATE <NAME>
Proposed FTP Phasing Plan for FY07
T T T I T I T T
FTP

PP/ FTP FTP FTP FTP FTP
MON | (Beg.Date) | BOP | GAIN* | LOSS*Y RTD | LWOP | R/ R/O EOP |CUMHRS| PPHRS | YTDHRS| FTE GAINS LOSSES
OCT 1 (10/01/06) 60 0 0 0 0 0 0 60 80 47445 47445  59.31
OCT |2 (10/15/06) 60 0 0 0 0 0 0 60 160 4750.0 9494.5| 59.34]
NOV |3 (10/29/06) 60 0 1 0 0 0 0 59 240 4750.0] 14244.5| 59.35 Jenkins (loss)
NOV |4 (11/12/06) 59 0 0 0 0 0 0 59 320 4670.0/ 18914.5| 59.11
DEC |5 (11/26/06) 59 0 0 0 0 0 0 59 400 4670.0] 23584.5| 58.96

#2 Human Resource Spec.

DEC |6 (12/10/06) 59 60 480 4750.0] 28334.5| 59.03)(R/ proj. from GFD)
JAN |7 (12/24/06) 60 60 560 4750.0] 33084.5| 59.08
JAN |8 (01/07/07) 60 59 640 4750.0] 37834.5| 59.12

FEB |9 (01/21/07) | 59
FEB_ |10 (02/04/07) | 59
MAR |11 (02/18/07) | 59
MAR |12 (03/04/07) | 59
MAR |13 (03/18/07) | 59
APR_ |14 (04/01/07) | 59
APR_ |15 (04/15/07) | 59
MAY |16 (04/29/07) | 59
MAY |17 (05/13/07) | 59
JUN_ |18 (05/27/07) | 59
JUN_ |19 (06/10/07) | 60
JUL__ |20 (06/24/07) |60
JUL |21 (07/08/07) | 60
AUG |22 (07/22/07) |59
AUG |23 (08/05/07) | 59
SEP_ |24 (08/19/07) | _ 59
SEP_|25 (09/02/07) | 59
SEP |26 (09/16/07) | _ 59

59 720 4670.0| 42504.5| 59.03]
59 800 4670.0| 47174.5| 58.97|
59 880 4670.0| 51844.5| 58.91]
59 960 4670.0| 56514.5| 58.87|
59 1040 4670.0| 61184.5| 58.83
59 1120 4670.0| 65854.5| 58.80)
59 1200 4670.0| 70524.5| 58.77|
4670.0| 75194.5| 58.75|
59 1360 4670.0| 79864.5| 58.72]
60 1440 4830.0| 84694.5 58.82]2 COOP Conversions
60 1520 4750.0| 89444.5| 58.85]
60 1600 4750.0| 94194.5| 58.87|
59 1680 4750.0] 98944.5| 58.90|
59 1760 4670.0| 103614.5| 58.87|
59 1840 4670.0| 108284.5| 58.85]
59 1920 4670.0| 112954.5| 58.83]
59 2000 4670.0| 117624.5| 58.81]
58 2080 4670.0| 122294.5| 58.80)

ololo|ololololov|olololololololololololo
~lolo|olo|r|ololr|ololololololololo|r|olo
ololo|olo|olo|olo|o|ololo|o|olololo|olo|o
ololo|o|o|o|o|o|o|o|olo|o|o|olo|olo|o|o|o
ololo|olololo|ololololololololololo|olol-
ololo|olo|olo|olo|o|ololo|o|olololo|olo|o

o

©

I

N

@

S

2 5 0 0 1 0 122294.5| 122294.5
GAINS* 2 FYO7 FTP Ceiling 60
LOSSES** 5 FYO7 Total Ceiling 69
R/ 1
R/0 0

*Includes RTD
**Includes LWOP

FTP PP HRS calculation estimates 50 hours incidential LWOP per PP.
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The spreadsheet tracks FTP employment for a sa@gieer MD. A given MD stays within an
FTE ceiling by phasing the rate at which employaeshired in an effort to balance against the
attrition rate.

'8 This basic methodology for tracking and phasing Employees is a simplified portrayal designeditstrate
basic concepts. Following this general processagiion are more applied examples of Operationakfvice
Planning considerations.
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Each row of the spreadsheet represents a pay pétitlde beginning of any pay period, the
organization has an existing complement of FTP egggls-’ Each pay period, personnel
actions are effected in the Federal Personnel R&8ystem (FPPS). Some personnel actions
signify losses of FTP employees to the organizatidnch are subtracted from the current
complement. These subtractions result from thewhg:

» Loss—Includes resignation, retirement, death, changedsn full time and part time,
reassignment to another Center, and so on.

» Reassignment Out-Inter-Directorate reassignment or movement ofrapleyee from
one Directorate to another Directorate within tame Center.

» Leave Without PafLWOP)—When an employee is in a non-pay statugesiong 30
days, that employee does not contribute to theeLsr®TE burn rate.

Some FPPS personnel actions signify additions &f &Mployees to the organization. These
additions result from the following:

» Gain—Includes appointment, transfer-appointment in, geametween full time and part
time, reassignment from another NASA Center, andrso

» Reassignment I~Movement of an employee into a Directorate frorathar
Directorate within the Centéf.

» Return to Duty—When an employee resumes work after being in apaynstatus, that
employee will contribute to the Center’'s FTE buater

The ultimate result of all of the additions andtsattions (which are made each pay period) is
an end of the pay period complement of FTP orgéioza&mployees.

Personnel actions that are counted in differerggmaies, depending on context, include the
following:

» Conversior—Occurs when Centers track/phase FTPs and othefulidime permanent
(OTFTP) employees separately in such a way thaéstb one category and a gain to
another will result from such FPPS actions as theversion of students to permanent
positions or the schedule change of an employee part time to full time. Examples
include conversions of term to FTP or conversidnstwdent to term or FTP.

» Incidental LWOPR—AIlthough a personnel action is recorded when apleyee takes

long-term LWOP (> 30 days), neither short- nor ldegn LWOPSs are counted as losses,

which allows for greater FTE flexibility.

When counting a particular FPPS action in one calomanother, planners consider whether or
not the action results in an addition or a subiwadio the total complement of the organization
or category being considered, regardless of thiécpéar nature of the action.

9 OTFTP are also included in the FTE ceiling.

% The promotion of an employee generally has nacefia an organization’s ceiling. If, however, themotion is
the result of a vacancy announcement selectiorhiohwan employee will move to a position in a negamization
(outside of the MD), then this is a loss for thé BMID and a gain for the new MD.
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The next step is to convert the unit of measurmfredividual FTP employees to hours worked.
In one pay period, an FTP employee works 80 haarshe number of FTP employees is
multiplied by 80 hours to calculate the total numaiehours worked during the pay period by
the organizatiof!

The FTE burn rate is important for ceiling manageniecause the burn rate can be compared
with the ceiling in any pay period to determine e or not the organization is on track to stay
within (but be as close as possible to) its cejlagsuming that the plan represented on the
spreadsheet is carried out.

The final calculation of FTE burn rate on the lirepresenting the final pay period, shows where
the organization will be in relation to its ceiliajthe end of the year (when the numbers are
converted to actuals), otherwise known as the cativel burn rate for the year. A Center's FTE
usage for the final pay period of the fiscal yedl wdicate the FTE levels the Center may
expect at the beginning of the next year and hawvdhboard number will affect its hiring

picture for the next fiscal year.

This simple spreadsheet embodies an important poic®perational Workforce Planning,
which is that making hires or sustaining losse$yearthe fiscal year has a greater impact on
annual FTE burn rate than they do if they happtar ia the year. For example, if we adjusted
the example spreadsheet by adding 10 losses firshpay period and adding 10 gains in the
next pay period, there is no significant changdé&annual FTE burn rate. If the gains are added
into the last pay period (instead of the seconolvdver, the plan then falls 9.24 FTE short of the
original target. Therefore, it is generally advigato plan gains as closely to losses as possible.

A second important concept that can be understotelins of the spreadsheet is the difference
between managing to a FTE ceiling target and mageatgi an onboard employee target (i.e.,
headcount). The spreadsheet illustrates the thyrik@hind how operational workforce planners
managing to a FTE ceiling target maximize the dgeaa work hours for an organization. The
impact of this approach is that the organizati@amiboard number of employees may at times
exceed the organization’s FTE ceiling. This is nalrand to be expected if it is part of a planned
process. An example of this occurs during the sumwigen some Centers have large numbers
of students working.

An alternative approach to managing to an FTEmgils planning to an assigned onboard
employee target, which occurs when an organizasi@authorized to backfill up to a certain
number of billets or number of employees at anyi@aar time. Managing to an onboard
employee ceiling is less precise than using theipusly described method because it is
generally difficult for organizations to estimakettime required for an organization to backfill a
loss. This can lead to situations in which the orz@tion is successfully managing to its onboard
ceiling, but losing the use of authorized FTE.

%1 The total number of hours worked is tracked cunivady to show year-to-date usage. Hours workecdaise
tracked as an FTE burn rate, which is the annuhjieee of usage. An FTE burn rate is calculateditiging the
number of hours charged by 80 hours and by the puwitthe current pay period (1 to 26). This assumevork
year of 2,080 hours. For example, 1 FTE is 80 houpsy period 1, 160 hours in pay period 2, 240rkdn pay
period 3, and so on.
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Normally, an organization tracks and phases twegmates of employees in workforce planning:
FTP and OTFTP employees. Key types of OTFTP emplowgee temp/term employees and part-
time employee&” In some cases, Centers may use additional caésgorirack and manage
separately. For example, due to budget constrantsCenter began tracking and phasing
positions whose salaries are charged to the Chtgaagement and Operations (CM&O) work
breakdown structure (WBS).

Phasing spreadsheets for OTFTP are similar to ttowd€lT Ps. The difference is that estimates of
FTE that will be burned are based on history anegton rather than on an assumption that each
employee will burn 80 hours per pay period. Considat a term employee typically burns 80
hours per pay period. Thus, the most significafiedeince between FTP and OFTP employees is
that FTPs are career-conditional. FTP and OTFTP &€Rimilar in that they are updated each
pay period with actuals in the same way, and tegd updates drive any needed changes to the
phasing of hiring.

22 Students, Co-Ops, and Student Career Experiernggd®n (SCEP) participants are part of the Studatetgory
and are not considered OTFTP.
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Appendix G—FAIR Act Inventory at NASA

History of FAIR Act at NASA

Since its inception, NASA has contracted with thiggie and academic sectors for most of the
products and services it uses and develops. Therityapf NASA’s authorized funding each
year supports contracts, grants, and other agrdsraestaining a variety of scientific, technical,
and support services managed by the Agency amehnt€enters. Less than 13 percent of
NASA'’s authorized funding is expended on civil Seevsalaries and beneffSNASA estimates
that total direct private sector employment resglfirom these expenditures exceeds 100,000
work years of effort annually.

In 1998, Congress passed the Federal Activitiesritory Reform Act (FAIR Act) requiring all
Federal Government agencies to maintain an aneaatd of commercial, non-inherently
governmental activities performed by civil servpgrsonnel. In addition, the Office of
Management and Budget (OMB) also required agenoiesport inherently governmental
activities in a concurrent inventof§.The FAIR Act inventories allow NASA managers to
identify these activities and consider the costgasforming these in-house versus contracting
for needed services. The FAIR Act requires thatadt estimates associated with these activities
(e.g., quality assurance, technical monitorindiliey insurance, overhead costs) be included in
the inventory and that they be realistic and fair.

These inventories, which are made available tgth#ic each year, also allow interested outside
groups to review these activities and challengeraission of a particular activity from or an
inclusion of a particular activity on the list. Brpublicly available list also ensures that NASA
adheres to a competitive process when contractitiganprivate sector source for performance
of these activities.

In the first years of the FAIR Act, the Agency Humfaesources Office was responsible for
issuing the inventory call to Centers, compilingrakponses, preparing the inventory to submit
to OMB, and managing challenges from third partiethe inventory. In 2002, when NASA'’s
mission was refocused to meet the requirementseolPtesident’'s Management Agenda (PMA),
OMB made competitive sourcing an increasingly int@at priority. At that time, NASA
administrators determined that the Office of Precugnt, because it has more direct knowledge
of contracted activities than the Human Resourdéis€)was the logical choice to lead the
FAIR Act inventory, with the Human Resources Offdaying a supporting role; however, in
some Centers the Human Capital Office still leduits annual process.

The first year that NASA completed a FAIR Act intery, the Agency received about six
challenges, primarily from a consortium of privatdustry interest groups. This consortium was
concerned not with the inventory itself, but witlose activities they believed were missing from
the inventory because the inventory had no commalediEs in those areas.

2 Competitive Sourcing OvervieMASA FAIR Act Inventory, 2004.

24 OMB defined “inherently governmental activities$ those that are so intimately related to the puibterest as
to require performance by only Federal Governmanleyees. Although this definition has not changiede the
2006 FAIR Act inventory, Centers should referehttg://competitivesourcing.nasa.gdwof related updates before
the inventory exercise.
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NASA did not modify its inventory as a result oe#ie challenges because the Agency believed
that all contracted activities were properly repréed. NASA went so far as to collect additional
information from onsite and near-site support sErontractors to verify all commercial
functions conducted across the organization artier respond to future third-party
challenges. These contractor data are not forwa&MB.

NASA Workforce Planning Desk Guide

In the second year of the inventory, NASA receifeger challenges and, subsequently, no
groups have challenged NASA inventories or prastice

Preparing the FAIR Act Inventory

No later than June 30, the end of the third quarterach fiscal year , NASA submits to the
director of OMB a list of non-inherently governmainactivities performed by Federal
Government sources that includes the first fisealryhat the activity appears and the number of
FTEs needed to perform the activity. Preparing ¢bimplete and accurate list involves close
coordination with each Center as well as with Agem@anagers. Figure G-1 summarizes the
activities associated with the preparation and stiahof this inventory.

Figure G-1: NASA FAIR Act Inventory Process

Centers
conduct
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populate
template

OMB reviews
and approves
inventory

HQ collects HQ submits
Center lists, inventory to
tests for errors OMB
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i notifies the NASA
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i Centers have two
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i prepares the Agency i
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Propulsion i templates i Agency data to the it to OMB no later i in three months).
Laboratories : i Office of ¢ than June 30 of each i NASA then submits
between mid- i Accuracy inreporting i Procurement. i year. i the inventory to

February and min-

i is critical during this

: Congress and makes

March, with a list of : step the inventory public.
the previous years’ : ’

activity.

Centers, Headquarters, the Office of the InspeBteral, the Jet Propulsion Laboratory (JPL),
and the NASA Shared Services Center (NSSC) eachsubmit an electronic copy of their
respective completed inventory template to a deseghofficial within the Office of Human
Capital Management (OHCM) on or before May of therent fiscal year, with copies to the
Agency Competitive Sourcing Team (ACST). The ACSI old one initial teleconference to
answer Center questions relative to the inventooggss prior to the submittal date. Centers
shall not modify the spreadsheet templates proviedQ because they will be used to collate
and transform all data into the required OMB formir all data are collected and integréted.

% Centers should verify that definitions and guidafar characterizing inherently governmental atitigi and
commercial activities have not changed from thevipres year. General and specific coding guidankive to
inherently governmental or commercial activitieavailable on the OMB website at

September 2008 84

>
°
o
o
=)
=
X
@




@ NASA Workforce Planning Desk Guide

These inventories (assembled and submitted agke suorksheet) must ensure that the civil
service FTE total matches the numbers providetierPresident’s budget, which usually means
that Centers must report their FTE allocation avgear’s time. As in years past, OMB requires
written justification for all functions that are atacterized as Commercially Available—Reason
Code “A” or for functions whose characterizatiors lthanged since the previous year’'s
inventory.

Further, because HQ requests FTE data at an oejmmal level, Centers must comply by
generating inventories that reveal FTE allocatisuisdivided by organization appropriately
within the 2-month period provided by HQ. FTE datdhe organizational level helps both the
Agency and the Centers identify and plan for casts FTE requirements against project and
program requirements throughout the y&aFhe Centers provide data to HQ at the
organizational level, but the data report that H@Qrsits to OMB is subdivided only to the
Center level, not the organizational level.

As presented in Figure G-2, NASA had a planned sgiivice level in 2007 of 18,313 FTEs.
Within the civil service workforce, 5,476 FTEs amecommercial activities and 12,837 FTEs are
inherently governmental. The commercial activitdEs are further divided between those that
the Agency needs to keep in-house (Commercial Re@sde A), those subject to the
requirements of OMB Circular A-76 (Commercial Rea§tode B), those activities that are the
subject of in-progress standard competitions an&ANA science competitions (Reason Code
C), and those that are performed by governmenbpaes as a result of NASA'’s science
competitions (Reason Code D).

http://www.whitehouse.gov/omb/procurement/fair-irdeml or the NASA Competitive Sourcing website at
http://competitivesourcing.nasa.gowdditional instructions may be required if OMBiges new guidance or as
NASA develops its competitive sourcing plan thaadéseptable to OMB. The ACST will issue additiogaidance
to the Center points of contact as soon as newrezgants are known.

% Center managers and planners typically work closéth their contract offices or with their OCFO determine
contractor work-year equivalents (WYE) for theirieais projects.
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Figure G-2: Commercial Activities Inventory, Execut  ive Summary Data Table, June 2007

Civil Service

Inherently

Functions Governmental Commercial All Civil Servants

A - Recurring Testing and Inspection

Services 177 26 203
B - Personnel Management 344 125 469
C - Finance and Accounting 1,354 220 1,574
D - Regulatory and Program Management

Support Services 464 108 572
E - Environment 114 9 123
F - Procurement 879 59 938
G - Social Services 10 1 11
H - Health Services 45 11 56
| - Investigations 162 67 229

K - Depot Repair, Maintenance,
Modification, Conversion or Overhaul of
Equipment 8 9 17

L - Grants Management

M - Forces and Direct Support 2 0

P - Base Maintenance/Multifunction

Contracts 41 4 45
R - Research, Development, Test, and

Evaluation (RDT&E) 7,656 4,154 11,810
S - Installation Services 289 180 469
T - Other Nonmanufacturing Operations 297 159 456
U - Education and Training 71 57 128
W - Communications, Computing, and

Other Information Services 364 112 476
Y - Force Management And General

Support 552 169 721
Z - Maintenance, Repair, Alteration, and

Minor Construction of Real Property 1 4 5
Total - All Functions 12,837 5,476 18,313

Because Centers expect only marginal changes insi&TiEture and count from year to year, the
current year’s inventory should not deviate draoadly from the prior year’s, with the exception
of those instances in which a Center reorganizatcmurs.
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2" Table fromhttp://competitivesourcing.nasa.gov/2007fairindéxlhdoes not include JPL.
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Appendix H—Data Elements Contained in WICN

Cube Purpose Key Dimensions Key Measures
Workforce Characterization of Perm/non-perm., status Headcount, average age,
Profile workforce and status trend for last 4 quarters, average years of service

trend diversity, occupations,
retirement eligibility
information
Workforce Workforce profile for All demographics Average GS grade,
Profile Detall detailed reporting, All function, competency, | average performance
analysis of current position cuts rating, salary and benefits
strength, and analysis of Orgs down to Org-2 level
trends
Workforce Workforce profile for All disabilities Avg. GS grade, average
Diversity detailed EEO reporting All PATCOB performance rating, salary
and analysis and benefits
Workforce Same data as All years Headcount, average age,
History Workforce Profile, with average years of service,
history since October with history since October
1992 1992
Workforce Same data as All years Average GS grade,

History Detall

Workforce Profile Detall,
with history since
October 1992

average performance

rating, salary and benefits,

with history since October
1992

Workforce
Climate

Same data as
Workforce Profile Detail,
but with added
measures and pay
period trends

All recent pay periods

Comp time, overtime, sick
leave, months in grade,
average grade

Gains & Losses

Shows gains and losses
without inter-Center
transfers

All losses and all outside
hires (does not include
conversions)

Gains & Losses
Detail

Shows gains and
losses, including inter-
Center transfers

All conversions,
separations and reason,
FERS versus CSRS
losses

Attrition rate, average
grade of hires

Buyouts

Buyout reporting

VSIP payment

WIMS Planning

Planned distribution of
workforce as entered
into Agency WIMS WPS

Center, Mission
Directorate, competency,
planning year

FTE

September 2008

87

>
]
B
]
=
=
x
-t




NASA Workforce Planning Desk Guide

Available for
New Work

Purpose

Profile of FTE not
planned against current
or future projects

Key Dimensions

Center, Mission
Directorate, competency,
planning year

Key Measures

FTE

Loss Forecast

Project retirements and
other losses

Retirements and other
attrition

Annual retirements, other
losses, linger time, attrition
rate

Workforce
Analysis

Combination of status
history and dynamics
data to yield information
useful for workforce
analysts in
understanding changes
in the workforce

Supply Trend

Shows how workforce
will look over the next
five years after

projected attrition and

aging

Headcount, average age,
average grade

Workforce
Deployment

Shows recent trend in
how workforce is
allocated across
organizations and
projects

Time, organization,
program, position,
competency,
demographics

Headcount, FTE, average
age, average years of
service, average/
aggregate salary and
benefits

Promotions &
Awards

Shows award received
by staff and amounts

Promotions, awards, QSI

Award amount

Promotions &
Awards Detail

Shows staff details in
addition to awards
received

Diversity

Months in grade at time of
promotion, promaotion rate,
average performance
rating

Workforce Cubes to implement Project, competency, FTE

Supply, workforce model being Center, year

Workforce developed with PA&E

Demand,

Workforce

Supply versus

Demand

FTE FTE trend Time FTE ceiling, FTE,

equivalent heads

Ceiling Control
History

Permanent record of the
FTE or other ceiling
allocations to Centers
over time

Date, Center, source

FTE, FTP FTE
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Appendix —Acronym List

ACST
AFNW
ALDS
ARMD
ASAP
AWARE

BW
BY

CAPS
CFR
CM&O
CMS
CSRS
CY

DDT&E
DFRC
DOl

EEO
ESMD

FAIR
FCIP
FERS
FMR
FPPS
FTE
FTP
FY

G&A
GAO
GS

HCAAF
HCIE

HQ

IG
A

Agency Competitive Sourcing Team

Available for New Work

Agency Labor Distribution System

Aeronautics Research Mission Directorate
Aerospace Safety Advisory Panel

Automated Workforce Actuals Reporting System

Business Warehouse
Budget Year

Complement Allocation Planning System
Code of Federal Regulations

Center Management and Operations
Competency Management System

Civil Service Retirement System
Calendar Year

Design, Development, Test and Evaluation
Dryden Flight Research Center
U.S. Department of the Interior

Equal Employment Opportunity
Exploration Systems Mission Directorate

Federal Activities Inventory Reform
Federal Career Intern Program
Federal Employee Retirement System
Financial Management Regulation
Federal Personnel Payroll System
Full-Time Equivalent

Full-Time Permanent

Fiscal Year

General and Administrative
U.S. Government Accountability Office
General Schedule

Human Capital Assessment and Accountabiliignfework

Human Capital Information Environment
Headquarters

Inspector General
Institutional Infrastructure Analysis
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IPA

KIC

JPL

LaRC
LBA
LPM
LWOP

MD
MSO

NAC
NAPA
NASA
NF
NODIS
NOPS
NPD
NPR
NSSC

OCHCO
OCFO
OHCM
Ol&M
OMB
OoMC
OPII
OPM
OTFTE

PAA
PA&E
PAIG
PATCOB
PDM
PDW
PMA
PMC
PMF
PPBE
PRG
PRLS

Intergovernmental Personnel Act
Knowledge Information Center
Jet Propulsion Laboratory

Langley Research Center
Labor Budget Analyst
Labor Pricing Module
Leave Without Pay

Mission Directorate
Mission Support Office

NASA Advisory Committee

National Academy of Public Administration
National Aeronautics and Space Administration
NASA Form

NASA Online Directives Information System
NASA Organizational Profile System

NASA Policy Directive

NASA Procedural Requirement

NASA Shared Services Center

Office of the Chief Human Capital Officer
Office of the Chief Financial Officer

Office of Human Capital Management
Office of Institutions and Management

U.S. Office of Management and Budget
Operations Management Council

Office of Program and Institutional Integratio
U.S. Office of Personnel Management
Other Than Full-Time Equivalent

Program Analysis and Alignment

Program Analysis and Evaluation

Programmatic and Institutional Guidance
Professional, Administrative, Technical, i@lal, Other, and Blue-Collar
Program Decision Memorandum

Personal Data Warehouse

President’s Management Agenda

Program Management Council

Presidential Management Fellows

Planning, Programming, Budgeting, and Exenutio
Program and Resources Guidance
Program/Project Requirements Library System
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PTP

QS

RDT&E
RIF
RTF

SATERN
SCEP
S&E
SEITT
SMC
SMD
SOMD
SPG
SSC
SWFP
SWMM

VERA
VSIP

WBS
WICN
WIMS
WISP
WPS
WYE

Part-Time Permanent
Quality Step Increase

Research, Development, Test, and Evaluation
Reduction in Force
Return to Flight

System for Administration, Training and Edtiocnal Resources
Student Career Experience Program

Science and Engineering

Systems Engineering and Institutional Traosg Team
Strategic Management Council

Science Mission Directorate

Space Operations Mission Directorate

Strategic Planning Guidance

Stennis Space Center

Strategic Workforce Planning

Strategic Workforce Management Model

Voluntary Early Retirement Authority
Voluntary Separation Incentive Program

Work Breakdown Structure

Workforce Information Cubes for NASA
Workforce Integrated Management System
Workforce Integrated Strategic Plan
Workforce Planning System

Work Year Equivalent
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